







The purpose of this study is to expand the emerging yet elusive concept of Critical HRD (CHRD) from a Critical Theory (CT) perspective and use it as an analytical lens to investigate the HRD function of a local healthcare organisation and develop, on the basis of the findings, a framework for improving the overall effectiveness of CHRD practice within it.

As recalled by the above quote from Sambrook, it is not until recently that the concept of CHRD has emerged to call into question the mode of thinking and taken-for-granted assumptions within the HRD field (see also Elliott and Turnbull, 2005; Fenwick, 2005; Rigg et al., 2007). In essence, CHRD aims to critically challenge the ‘predominantly performative intent’ (Elliott and Turnbull, 2005, p.917) of mainstream HRD and expose potentially oppressive and exploitive workplace relations and practices in order to promote a more humanistic approach to HRD and frame change efforts towards more democratic and emancipatory working conditions (Fenwick, 2005). 

However, as a newly emerging concept, CHRD is still ambiguous and unclear about its raison d’être and efficacy, and runs the risk of remaining so if it becomes entangled in the ontological debates about the nature of HRD, which is itself seen as problematic and contentious (Gold et al., 2003; Lee, 2001; McGoldrick et al., 2002; McLean and McLean, 2001). Moreover, CHRD is an easy target for scepticism because of its inherent radicalism and democratic ideals, which sit uneasily within modern organisations that are inherently undemocratic and where the normalisation of a performative orientation and an exclusively strategic focus is hard to displace (Hatcher and Lee, 2003; cited in Rigg et al., 2007). This current state of affairs could be seen as reason enough to dismiss CHRD as yet another impotent discursive artefact, or worse, a dysfunctional part of the HRD whole, which has no significant bearing on the field and which is destined to remain the pursuit of a minority as a lesser paradigm.

The growing body of literature on CHRD can be interpreted as a conscious attempt to thwart this possibility (e.g. Callahan, 2007; Fenwick, 2005; Sambrook, 2009; Valentin, 2006). It is held here that extant literature on CHRD has served a dual purpose: first, a disambiguating one, which has helped clarify the meaning of CHRD, lay its theoretical foundations and specify its objectives; and second, a reconciliatory one, which has contributed to the establishment of CHRD as an integral part of HRD and as a key paradigm in dialectical tension with its significant mainstream other (e.g. see Fenwick, 2005; Sambrook, 2009).

As an evolving paradigm CHRD is, however, far from being conceptually closed. To take a leaf out of Lee’s (2001) book, it is argued here that CHRD is, in its process of becoming, inviting of further rounds of conceptual development, raising the question:

How can the emerging concept of CHRD be further developed?

Whilst, as underlined above, the existing conceptualisation of CHRD has provided it with a robust theoretical foundation and served to raise its profile within the field, such conceptualisation is mostly mediated by the literatures of Critical Management Studies (CMS) and Critical Pedagogy (CP) (Fenwick, 2005). This study contends that there is much to be gained from an unmediated approach to the conceptual development of CHRD that harks back to the core literatures of the critical perspectives and theories – which, as will become more obvious in subsequent chapters, already have some bearing on its current meanings via the CMS and CP. 

A CT-Enabled Conceptual Expansion of CHRD

Taking stock of the scant attention paid to Critical Theory (CT) as a valuable line of inquiry for HRD research – a fact deplored by some of the leading authors in the field (e.g. Stewart, 2005; Watkins, 1989; Woodall, 2005) – this study sets out to expand the conceptual dimensions of CHRD by revisiting a set of central themes in CT in the tradition of the Frankfurt School. As will be explained in more depth in subsequent chapters, the CT of the Frankfurt School is a form of self-reflective social theory rooted in a dialectical mode of thinking – which, inter alia, seeks to expose and transcend ideologies and social contradictions that are potentially oppressive, and is driven by a cognitive interest in human emancipation (Carr, 2000; Habermas, 1987b; Rasmussen, 1996). As such, CT provides a powerful counterpoint to mainstream HRD and can effectively challenge it (through CHRD) to transcend its contradictory tensions, in order to reflectively and responsibly recover its emancipatory intent – a key argument arising from the literature review carried out in the following chapter. 

Of equal importance, the Frankfurt School’s multidisciplinary research agenda brings into sharp focus key theories and themes such as the principle of domination, the critique of positivist science, mass culture, conformism, technocracy and communicative action (Arato and Gebhart, 1993; Burrell and Morgan, 1979). These can be effectively transferred to CHRD, to not only reinforce its current conceptualisation but also to attach new meanings to it and bring to the surface some of its additional features, which tend to remain tacit until probed from this particular perspective – thus providing the opportunity to consolidate the theoretical foundations of CHRD and bring a valuable addition to the literature, contributing in the process to its disambiguating and reconciliatory functions discussed above. 

Preserving the Unity between Theory and Practice

In line with the ‘spirit’ of CT, developing CHRD at a theoretical level is certainly not enough. As repeatedly underlined in this study, CT is never simply concerned with the development of theory but, more importantly, with how such theory can both inform and transform the domain of praxis to bring about the conditions for human emancipation (Habermas, 1974; Horkheimer, 1972). HRD shares the same concern about the need to preserve a unity between theory and practice. As aptly underlined by Callahan, the HRD field (of which CHRD is an integral part) is ‘one of practice’ and therefore, disengagement from the empirical field would not be a realistic path for HRD (and CHRD) researchers (2007, p.78).

It would therefore be of little value to pontificate on the meaning of CHRD at the conceptual level if no attempt is made to connect it to the empirical field. Having said that, it is important to make the point that the dearth of empirical evidence on CHRD does not so much point to a reluctance on the part of researchers to establish such a connection as to its current status as a newly emerging concept. Moreover, as will be discussed at length in the following chapter, the process of translating CHRD theory into practice is far from being straightforward and not without its potential pitfalls (Rigg et al., 2007; Sambrook, 2009).  

Nevertheless, this study takes the view that the challenge of translating CHRD theory into practice will deepen if prompt efforts are not made to connect CHRD to the ‘material’ world of organisation and work. Therefore, an attempt is here made to do so with an early foray into the empirical field in order to test for the potential referents of CHRD in its CT-enabled form in a local healthcare organisation in Scotland. 

A Fertile Terrain for CHRD Inquiry

The chosen organisation, given the pseudonym of HealthServ for the purposes of confidentiality and anonymity, was seen as a fertile terrain for CHRD inquiry on account of the transformative role its HRD function is called to play within its changing context – a role which seemed to bear a resonance with the democratic principles and emancipatory concerns of CHRD. Since 2004, HealthServ has been implementing a strategic change programme involving a major service redesign and modernisation process. A key feature of this change process is a heightened awareness of the need for clearer links between investment in employee learning and development and the achievement of strategic objectives in view of the organisation’s commitment to the development of Investors in People (IiP) structures and practices (HR & OD Strategy, 2009). Another no less important feature is a well-articulated intent to move the organisation closer to the community and raise its profile as promoter of a partnership ethos and democratic principles of social justice and inclusion – which is seen as a key determinant of the organisation’s ‘capacity to modernise roles and ways of working to deliver 21st century services’ to its clients (ibid., p.2). 

The ‘HealthServ Way’ is a term coined by senior managers to capture the type of strategic reorientation described above and serve as a catalyst for the change process. Importantly, it is also used as a catchphrase to signal the uniqueness of the organisation in its ambition to become an exemplar in terms of high staff governance standards and excellence in service delivery rooted in partnership and mutuality (Annual Report, 2008). HealthServ’s HRD function (which is here referred to as HealthServ.Learning) finds itself at the centre of the organisation’s change efforts, entrusted with the responsibility to provide visible leadership in establishing the ‘HealthServ Way’ across both the organisation and the wider community. As explained by one of the Associate Directors of HealthServ.Learning:

So the little things have cumulatively added to the need for an intervention which has become the ‘HealthServ Way’… it is no longer just a training programme, it is integrated in everything we do at the moment … you could argue that everything we do is permeated by the democratic values associated with the ‘HealthServ Way’.

The onus is therefore placed on HealthServ.Learning to enlarge its role to not only become a lever for strategic change, but also a leveller of staff development and well-being – which entails embedding the democratic principles endorsed by HealthServ in Learning and Development (L&D) interventions and making explicit the behaviours and attitudes that can bring about the conditions for an inclusive and empowering learning climate in which all staff can (self)-develop and ‘all can take ownership and initiative for driving forward service improvement’ (HR & OD Strategy, 2008, p.7). In light of the above, HealthServ.Learning provided a unique opportunity to explore the potential empirical referents of CHRD. Moreover, in view of its proactive democratic reorientation, it was felt that HealthServ.Learning could itself benefit from an ‘injection’ of critical perspectives – eliciting the following research questions:

To what extent does HealthServ.Learning promote CHRD practice?

How can HealthServ.Learning help improve the conditions for CHRD practice within HealthServ?

In addressing these research questions, this study uses the concept of CHRD in its CT-enabled form as an analytical lens to: (i) critically examine the extent to which HealthServ.Learning promotes CHRD practice and (ii) develop, on the basis of the research findings, a framework for improving the conditions for CHRD practice within HealthServ. 

This introductory section has served the purpose of putting the study ‘in context’ by explaining the rationale behind it and defining its research questions. The rest of the chapter is organised as follows: first, the research aim and objectives derived from the research questions set out above are outlined; second is a schematic representation of the study, highlighting its two key components: one theoretical and the other empirical; and finally is an overview of the structure of the study followed by a summary of its contents. 

1.2 Research Aim and Objectives 


























1.3 Key Components of Study
















Fig.1.1 Schematic Representation of Key Components of Study

Part I - Theoretical Component: A CT-Enabled Expansion of CHRD
 
The theoretical component (represented by the inner circle in Fig.1.1) constitutes a core contribution of the study and addresses research objective 1 (To expand the emerging concept of CHRD by applying to it a set of central themes in the CT of the Frankfurt School). As mentioned in the introductory section, this exercise consists of an unmediated approach to the conceptual expansion of CHRD, which revisits a set of four central themes in the CT of the Frankfurt School. 

In line with CT’s dialectical mode of thinking, the main feature of this exercise is the location of its project of human emancipation at the very heart of CHRD (refer to Fig.1.1 above) and the establishment of 12 key CHRD roles, which aim to enhance its emancipatory potential. These 12 key roles are integrated into a conceptual framework (primarily directed at academics and researchers) to underline their implications for research and practice and highlight their potential empirical referents. Building on this exercise, a metaphorical model for CHRD practice is then developed. The model provides an enabling platform (consisting of mutually-reinforcing Critical Action Learning Sets enriched by the precepts of CT) from which the 12 key roles established in this study can be effectively delivered. Importantly, the notion of constructive wave interference is used as a metaphorical device to explain the mechanics of the model and elicits critical thinking about the necessary pre-conditions for successful experimentation in employee emancipation and organisation-wide and sustainable CHRD practice.

Part II - Empirical Component: Towards an Effective Framework for CHRD Practice 
 
The empirical component of the study (represented by the outer circle in Fig.1.1) addresses research objectives 2 and 3. In addressing research objective 2 (To critically examine, using a CT-enabled concept of CHRD as an analytical lens, the extent to which HealthServ.Learning promotes CHRD practice), a case study strategy is adopted with HealthServ.Learning as its main unit of analysis (Yin, 2003). The conceptual framework integrating the 12 key CHRD roles developed in the theoretical component of the study is used as an analytical lens to critically examine the extent to which HealthServ.Learning promotes CHRD practice across its parent organisation. The investigation is rooted in a dialectical mode of analysis (involving a range of qualitative measures) allowing for a thematically-structured, deep-probing explanatory critique of HealthServ.Learning in relation to CHRD practice (Benton and Craib, 2001; Bhaskar, 1986). 































Fig.1.2 Organisation of Study

Figure 1.2 above provides an overview of the study, which is structured around the research aim and objectives. As explained in the previous section, the study consists of two main components: one theoretical and the other empirical. Below is a summary of the chapters falling under each component. All the chapters have a similar structure: starting with a statement of purpose and proceedings in the introductory section, signposting where appropriate the position taken on the key issues raised, before providing in the body a detailed discussion of the theories, concepts and issues under scrutiny, to then conclude with a summary of key points arising from the foregoing discussion. 

PART I: Theoretical Component – Chapters 2-10

Chapter Two presents a brief overview of HRD consisting of a cursory analysis of HRD history, an examination of the key debates prevailing within the field, an assessment of its current status, and a critical review of Strategic HRD (SHRD). It then examines the significance of CHRD, drawing attention to the meanings attached to it in extant literature, before focusing on CHRD practice to consider its potential pitfalls and the merits of Critical Action Learning Sets (CALS) as a prize vehicle for such practice. Some thought is then given to the possible futures of CHRD. What follows is an explanation of how CHRD can effectively challenge HRD to achieve a post-reflective understanding of itself and responsibly recover its emancipatory intent. Importantly, the chapter serves to position the study within the wider context of the literature and to underline its dialectical stance, which has a significant bearing on the exercise carried out here.

Chapter Three presents the methodological approach to a CT-enabled expansion of CHRD. It starts by revisiting Burrell and Morgan’s (1979) seminal framework of four sociological paradigms to underline the interparadigmatic character of CT in relation to its emancipatory interest and to highlight its other key features that are of particular relevance to this study. Also discussed are the key tenets of basic critical realism. These are then integrated with the key features of CT to delineate the research position adopted in this study along the dimensions of ontology, epistemology, human nature, methodology and axiology. A section on reflexivity is included to critically reflect on the significance of this exercise in theory building.

Chapter Four is an introduction to the CT of the Frankfurt School, which provides valuable insights into the wider context of the set of four central themes that are applied to CHRD. The chapter starts with a brief historical overview of the Frankfurt School, before examining the wide theoretical spectrum underpinning its research agenda and reviewing some of the main criticisms levelled at CT. It then moves on to consider the ‘character of CT’ with reference to the critical traditions in which it is anchored, its overriding emancipatory aim and its preferred methodology. A final section presents a synopsis of the four central themes, which are expounded and systematically applied to CHRD in subsequent chapters. 

Chapters Five to Eight provide selective reviews of the four central themes outlined in Chapter Four. These are: The Dialectic of Enlightenment (DOE), One-Dimensional Man (IDM), The Critique of Technocracy (CTECH), and Communicative Action Theory (CAT). Each chapter follows a similar structure, starting with an introduction to the key texts of the Frankfurt School relating to the above central themes, before bringing to the fore the key notions and theoretical issues which are of particular relevance to CHRD.

Chapter Nine addresses research objective 1 and contains the core of the theoretical contribution of the thesis. It presents a systematic application of the four themes expounded in Chapters 5-8 to CHRD. As previously mentioned, the main feature of this exercise is the establishment of 12 key CHRD roles. These 12 key roles are then integrated into a conceptual framework (primarily targeted at an academic audience) to highlight their implications for research and practice and their potential empirical referents. Attention is then given to the key implications of this exercise, which serves to: (i) reinforce the current conceptualisation of CHRD in extant literature and (ii) consolidate its theoretical foundations and expand its existing conceptual dimensions with a view to enhancing its emancipatory potential. An argument is made as to why a CT-enabled CHRD can be seen as an advanced paradigm rooted in a dialectical mode of thinking, which can effectively enable the HRD field to recover its emancipatory intent and be used as a powerful lever for workplace learning and democracy. 

Chapter Ten completes the theoretical component of the study. It builds on the exercise carried out in Chapter Nine to develop a metaphorical model for CHRD practice. As the model is metaphorically-based, the chapter first considers the creative role of metaphors in theory building, before explaining why the notion of constructive wave interference can be used as a live root metaphor for CHRD practice. The chapter then describes the key components of the model and underlines its primary purpose, which is to provide an enabling platform from which the 12 key CHRD roles established in this study can be effectively delivered. The chapter moves on to explain how the notion of constructive wave interference informs the mechanics of the model and elicits thinking about the necessary pre-conditions for organisation-wide and sustainable CHRD practice. Finally, the key implications of the model are considered to underline its value as a framework for further metaphorical explorations into CHRD, a springboard for empirical studies, and a heuristic device for CHRD practice.

PART II: Empirical Component – Chapters 11-18

Chapter Eleven provides a brief overview of HealthServ as the chosen research site before focusing on its HRD function, HealthServ.Learning (HSL), to bring to the fore some of its key features, which are of particular relevance to this study. The chapter begins with a cursory glance at HealthServ’s geographical coverage, structure, workforce profile and financial position to ‘set the scene’ for the empirical investigation and provide a context to the discussion that follows. The chapter moves on to consider the nature of the change that has been driving HealthServ forward since the turn of the century to consider its key drivers, type and strategic implications. The chapter then homes in on HSL to underline the catalytic role it is called to play within HealthServ’s changing context and consider its primary concerns, which include elements of both SHRD and CHRD. Finally, a case is made as to why HSL offers a unique opportunity for CHRD research and is amenable to further testing against a CT-enabled concept of CHRD.

Chapter Twelve provides a detailed account of the methodology developed to achieve the empirical research objectives. It draws on Saunders et al.’s (2007) research onion to explain its key dimensions, including: research philosophy, approach, design, data collection methods and data analysis procedures. The chapter then presents an evaluation of the overall credibility of the research findings and a consideration of the ethical issues arising at each key stage of the research process. Finally, a section is devoted to ‘reflexivity’, providing the researcher with an opportunity to critically reflect on the lessons learnt from the research process. 

Chapters 13-16 address research objective 2 and use the conceptual framework developed in Chapter Nine as an analytical lens to critically examine the extent to which HSL promotes CHRD practice within its parent organisation. For the sake of clarity and structure, the data analysis is split into four brief chapters, each accounting for one of the four central themes in CT, which form the basis of the conceptual framework mentioned above. As explained in more detail in the methodological chapter (Chapter Twelve), the data analysis is thematically-driven, text-based, rooted in a dialectical mode of thinking and accounts for the ‘first component’ of the explanatory critique developed in this thesis – which consists of a negative critique followed by a positive one. Therefore, Chapters 13-16 make up for a negative critique of HSL in relation to CHRD to expose its internal contradictions and inconsistencies that raise unnecessary barriers to the practice of CHRD within HealthServ. 

Chapter Seventeen addresses research objective 3 and accounts for the second component of the explanatory critique (i.e. the positive critique), which entails the development of a CHRD framework, which is inductively derived from the research findings and primarily addressed at HRD practitioners. The framework contains a set of recommendations that aim to reconcile exposed contradictions and inconsistencies within HealthServ in relation to CHRD practice and improve the conditions for such practice across HealthServ. 










































THE EMERGENCE OF CHRD:




This chapter is the starting point of the theoretical component of this study. It presents a critical review of HRD as a distinctive and evolving field of research and practice and examines the significance of the recent emergence of CHRD within it. First, the chapter provides a brief overview of HRD. The overview starts with a cursory analysis of HRD history to focus on the more recent influences that have shaped it as a ‘predominantly Western concept’ (Lee and Stead, 1998, p.297). It then considers two issues of contention which have sustained much debate about the nature of HRD – one being whether HRD should be defined or not, and the other whether performance or learning should be its primary goal. This study adopts a dialectical stance with respect to both issues. Regarding the question of whether HRD should be defined or not, the study endorses a non-identify logic, which resists attempts to fix the meaning of HRD and promotes a view of it as conceptually-open and accommodating of new meanings. Regarding the learning v. performance debate, the study moves beyond a dichotomous mode of thinking to propose a synthesis of learning and performance in which both paradigms are on an equal footing and seen as mutually-reinforcing. The overview of HRD concludes with an assessment of the current status of HRD (which is seen as evolving and embarked on a journey of self-discovery) and a critical review of the rise of Strategic HRD (which, it is argued, undeniably gives primacy to the performance paradigm and promotes a view of HRD as sanctioned by top management and owing its legitimacy to capital). 

Second, the chapter proceeds to examine the significance of the recent emergence of CHRD. The various meanings already attached to CHRD are considered with reference to the pioneering works of key authors in the subject area, leading to the consideration of Sambrook’s (2009, p.61) ‘first-ever concept analysis’ of CHRD, which aims to clarify its conceptual dimensions and which, as such, represents a key building block for this study. Third, the chapter brings the focus on CHRD practice to examine its potential pitfalls with reference to those identified in critical pedagogy (CP), which equally apply to CHRD practice and draw attention to its unintended and potentially damaging outcomes. Fourth, the chapter then considers the merits of micro-emancipation (a form of experimentation with small, localised emancipatory projects) to draw attention to Critical Action Learning Sets (a non-elitist, non-performative and emancipatory version of action learning sets) as an effective channel for CHRD practice.

Fifth, some thought is given to the ‘possible futures’ of CHRD – including a worst-case scenario in which CHRD is an alienated and alienating paradigm, and a more optimistic one in which CHRD is an integrated and integrating paradigm and seen as a key determinant of enhanced performance and organisational success. An argument is developed that if the more optimistic scenario is even to be envisaged, CHRD will have to effectively manage the tension between theory and practice through which it can retain its emancipatory ideals without degenerating into either impracticable utopianism or impotent activism – an argument that provides a sound rationale for both the theoretical and empirical exercises carried out in this study.

Finally, in line with its dialectical stance, this study makes the point that CHRD can, through its commitment to reflexivity, effectively challenge HRD to achieve a post-reflective understanding of itself in order to transcend its contradictory tensions, responsibly recover its emancipatory intent, and nurture within the field the holistic ideal of a more democratic and life-enriching workplace. The chapter concludes with a summary of the key issues raised. 





It has been suggested that the HRD field has not been too successful in chronicling its own history, which remains somewhat ‘disorderly’ (Gold et al., 2003, p.451). Whilst the origin of HRD has been traced back to ancient Greek and Roman societies (Swanson and Holton, 2001) and even to the dawn of human civilisation (Alagaraja and Dooley, 2003), it is, for the sake of brevity, more important here to mention some of the more recent influences which have shaped HRD as a ‘predominantly Western concept’ and field of study (Lee and Stead, 1998, p.297). 

In the US, these influences include the formation of the Training Within Industry (TWI) agency in the early 1940s, a wartime initiative that sought to address the shortage of skilled labour across industries by injecting apprentice-training programmes with humanistic principles and a commitment to performance improvement (Ruona and Swanson, 1998; Swanson, 2001); the development, in the same period, of the Instructional Systems Design (ISD) model, which promoted a systematic approach to training design, development, implementation and evaluation in order to enhance the effectiveness of training interventions (Ruona and Gibson, 2003; cited in McGuire and Cseh, 2006); and the creation of National Training Laboratories (NTLs) in the mid-forties where training groups (more widely known as T-Groups), operating under the OD principles of diversity and inclusion, were seen as a critical success factor for organisational change and effectiveness (Grieves and Redman, 1999). 

Lee and Stead (1998) see the end of World War II as a major turning point in the history of HRD and draw on Maslow’s hierarchy of needs to consider key post-war developments in HRD in the UK. According to them, ‘immediately after the war, the developmental aspect of HRD did not exist’, as the focus was on national safety and security needs; during the 1950s and 1960s, this focus shifted to Maslow’s social needs with more attention given to ‘self-expression and self-development’; the 1970s and 1980s witnessed another shift in focus to esteem needs where HRD was driven by the development of ‘personal and organizational strategies for success’ in the context of the rise of free-market entrepreneurialism; finally, the 1990s onwards saw the emergence of strategic HRD but also of HRD as a field of integrity committed to learning and performance in line with ‘the vision of a caring, sharing and prosperous society’ and the needs of individuals for self-actualisation (ibid., pp.305-6; see also Lee, 1998; McGuire and Cseh, 2006).

To turn back the clock, Grieves and Redman (1999) underline the historical importance of the Industrial Training Act (ITA) of 1964 as having a significant influence on the meanings attached to HRD. Promoting a more human-centred approach to workplace training, the ITA attempted to replace traditional training with organisational learning, which would support the mechanisms needed to ‘synchronize personal and organizational learning with the organization’s strategy’ (ibid., p.97). It was fitting that the term HRD (which Wang and McLean (2007) attribute to Harbison and Myers in 1964) should have first been proposed around the same time; and, since its inception, Simmonds and Pedersen (2006, p.122) remark that ‘there has been a dichotomous approach’ to the development of HRD – with the UK focusing on the learning paradigm (e.g. Garavan et al., 1999; Watkins, 1991) and the US on the performance paradigm (e.g. Kuchinke, 1998; Swanson, 1995). 

With the recognition of the ‘imprint’ of the US and the UK on HRD history, it has been argued that it is now time for a less ethnocentric approach to the development of HRD (Wang and McLean, 2007). In the age of globalisation, where HRD is becoming increasingly cross-national and being shaped to meet context-specific needs around the world, efforts have been made to explore the meaning of International HRD (IHRD) as a nascent area of study (McLean and McLean, 2001; Metcalfe and Rees, 2005; Wang and McLean, 2007).

Although one would struggle to derive a neat, linear and non-fragmented history of HRD from extant literature (Harrison, 1997), the above accounts are indicative of its critical milestones. Commenting on the current status of HRD, Stewart (2005, p.90) has described HRD as a healthy area of research which is ‘growing in diversity and maturity’; and as it sinks deeper into management thinking, HRD seems poised for a leadership role in ‘changing the nature of organisation, management and work’ (ibid.) within 21st century organisations, with a firm intent on broadening the scope of its activities to include nearly all of the key areas of the HR function (McLagan and Suhadolnik, 1989).

A Contentious Field of Study

The rather rosy historical account of HRD provided above belies the fact that its journey has been far from straightforward and that the field is ‘filled with contention’ (Gold et al., 2003, p.437). This view is shared by other leading authors such as Mankin (2001, p.65) who acknowledges the ‘ambiguous and problematic nature’ of HRD and Rigg et al. (2007, p.2) who point out that ‘HRD has never been neatly and uncontentiously defined’. 

The contention within the field tends to revolve around two key issues which have sustained animated debates about the nature of HRD for the past two decades. The first issue concerns the question of whether HRD should be defined or not and whether or not its theoretical identity should be clearly established (e.g. Kuchinke, 2001; Lee, 2003). The other issue has to do with whether the primary goal of HRD should be performance or learning (e.g. Barrie and Pace, 1998, 1999; Kuchinke, 2000). 

Regarding the first issue, a robust case has been made for achieving a greater definition of HRD in order to reduce the fog factor (Megginson et al., 1993) in the field and help it ‘emerge from its amorphous form towards a better-defined and definable field of research and practice’ (Kuchinke, 2001, p.293). The firm view is that if such an exercise is not carried out in a timely and purposeful manner, HRD is bound to remain atheoretical and ambiguous and runs the risk of losing its credibility (Hatcher, 2000, cited in McGoldrick et al., 2002). 

To this effect, several attempts have been made to define HRD (McLean and McLean, 2001; Swanson, 2001), to establish its root disciplines, contributing fields and allied techniques and technologies (Kuchinke, 2001), to identify its underlying theories (Swanson, 2001; Weinberger, 1998), to consider its philosophical underpinnings (Ruona and Lynham, 2004; Ruona and Swanson, 1998; Swanson and Holton, 2001), to examine its key paradigms (Garavan and McGuire, 2001; Lee, 2001), to compare it with other subject areas (Gourlay, 2001; Grieves and Redman, 1999), to identify its core beliefs (Ruona, 2000) and to develop a multi-level HRD framework that can enable a more sophisticated approach to organisational analysis (Garavan et al., 2004).

On the other hand, there is an equally robust case for not defining HRD and trying to pin down its conceptual boundaries. For example, Kessels (2001) views attempts to construct specific definitions of HRD as needlessly exclusive and preventing real progress. Ruona (2000) has questioned the validity of pursuing universal definitions of HRD while for Elliott and Turnbull (2003), such pursuit is particularly distracting and creates unnecessary barriers to the development of the field.

Postulating a Heraclitean worldview (which sees reality as emergent and constantly changing), Lee (2001, p.337) argues that to define HRD is to ‘intervene in [its] process of becoming’ and to disregard its moral dimension – to try to fix the meaning of HRD would be to contribute to its reification as a ‘thing of being’ and to ‘take the moral high ground’ by denying others the right to attach their own meanings to it (ibid., pp.327, 337). In view of its ontology of becoming, HRD is best seen as fluid, dynamic and conceptually open, ascribing a more creative role to human agency in shaping the L&D process – a constructionist outlook which permeates the works of other authors who adopt a discursive perspective on HRD from which it is viewed as borne out of the bundle of discursive resources and practices, interactively conceptualised, contingent, negotiated and subject to a variety of interpretations by organisational actors as co-creators of HRD in context (e.g. see Francis, 2007; Rigg and Trehan, 2004; Sambrook, 2000).

This study endorses the ontological assumptions underpinning Lee’s (2001) argument – for, in line with CT, it is rooted in a dialectical mode of thinking, which posits a non-identity logic and reaffirms an ontology of becoming. As will be explained in more detail in the next methodological chapter and reinforced in subsequent chapters, a non-identity logic resists attempts to mirror (the constantly changing) reality and to strive for identity between the concept and its object of study – i.e. to fix the meanings of one’s object of study under the concept and portray it as beyond human influence and moral scrutiny. 

Hence, from a dialectical perspective, HRD-as-concept is viewed as always open and accommodating of new meanings that can illuminate its object of study and, more importantly, transform it – in other words, HRD-as-concept is best seen as interlocked with its object of study (contextually-embedded HRD practice) in a process of becoming (Bohm, 1983). It would therefore make little sense for researchers operating in a dialectical mode of thinking to try to pin down its defining characteristics and contain its ever-expanding conceptual contours.

The second key issue of contention – the performance v. learning debate – has, as remarked by Callahan and de Dávila (2004, p.78), resulted in a ‘decade of dichotomisation on that topic that still continues today’. As mentioned above, the performance paradigm is favoured in the US and has been defended by scholars such as Swanson (1994, 1995) and Kuchinke (1998). It is founded on human capital theory which views people as an organisational resource and ascribes an instrumental role to HRD as responsible to train and develop them in order to maximise performance, productivity and profitability. 

For Swanson (1994, p.52), performance is the overriding goal of the organisation and ‘an employee should perform no matter what’. Kuchinke (1998, p.379) also argues that ‘HRD plays a very clear instrumental role in organizations’ and in attempting to synthesise assumptions underlying both the performance and the learning paradigms, gives precedence to the former by suggesting that ‘HRD needs to be clearly focused on organizational success’, which means that there is need to broaden ‘the definition of performance to include building social capital and intellectual capital’ (ibid., p.383) – a synthesis in which learning is subsumed under performance and subservient to capital. 

Especially in the UK, there have been attempts to resist the primacy given to the performance paradigm. For example, Barrie and Pace (1998, 1999) are critical of Kuchinke’s (1998) position and argue that the performance paradigm is ‘severely limited’ in that it denies ‘a person’s fundamental agency and self-determination’ and condemns HRD to the soulless role of promoting the mercantile interests of profit-centred organisations (ibid., 1999, p. 295). For them, learning ‘constitutes an advanced paradigm that helps organizations to shrug off the restrictive model imposed by a performance set’ and provides a ‘more comprehensive theory of people’ which outlaws treating them as mere means to an end or factors of production, and preserves HRD’s higher calling, which is to support the learning and development of employees and to ensure their commitment and valued contribution to the achievement of organisational goals and competitive advantage (ibid.) – an elevated view of learning as determinant of performance, productivity and profit in the longer term and as key to the reproduction of capital (see also Watkins, 1991; Watkins and Marsick, 1995). 

In addressing this particular debate, this study attempts to move beyond a dichotomous mode of thinking to propose a synthesis of learning and performance in which both paradigms are on an equal footing – where learning is seen as the means or the necessary pre-condition for sustained performance and vice-versa, viz. where performance and learning are seen as in a recursive relationship, interdependent, mutually-reinforcing and warranting a fundamental symmetry between organisational and individual needs, which ought to be reflected in the HRD agenda – although it can be realistically argued that both ultimately remain subservient to capital (O’Donnell et al., 2006).


On a Journey of Self-Discovery

The contentious nature of the HRD field has raised some concerns that the unending debates over a small number of issues may only serve to reduce dialogue, congeal polarised views and a dichotomous mode of thinking and prevent a more complete and complex understanding of 
HRD (see Callahan and de Dávila, 2004; Lee, 2003). Amid divergent views and interpretations, a more tempered approach to HRD seems to be emerging. There is a recognition that while HRD does need to determine its core elements and identify its conceptual boundaries in relation to other fields, it should at the same time be comfortable with its own ambiguity and diversity as an integrative field of research and practice (Fournier and Grey, 2000; Gold et al., 2003).

Scholars seem to have reconciled themselves to the fact that HRD is destined to remain ambiguous and ‘are not so preoccupied in defining [its] boundaries’ any more (Woodall, 2006, p.153). For Mankin (2001, p.65), it is its ‘very ambiguity which provides HRD with its distinctiveness’ and, as it expands its boundaries, all HRD stakeholders will have to be accommodating of its uncertainty and learn ‘to ride not only the waves of change but the waves of ambiguity’ (ibid., p. 75; see also McLean, 1999).

 While attempting a global definition of HRD, McLean and McLean (2001, p.323) acknowledge the fact that it ‘will not be the definitive definition of HRD now and forever’ and that new meanings will be attached to HRD as it evolves over time and across geographical boundaries in view of emerging needs and desired solutions (see also Lee and Stead, 1998). In the same vein, McGoldrick et al. observe that ‘there is no single lens for viewing HRD research’ and present the field as multiperspectival, accommodating of its own uncertainty and ambiguity and in need of ‘greater interpretative sensitivity’ (2001, pp.346, 352). 

That the field is bursting with metaphors is, to be sure, a sign of growing interpretative sensitivity. Many authors have had recourse to this form of expression as an analytical device, whether it be to grapple with the complexity and ambiguity of HRD, to consider its theoretical underpinnings or to provide useful directions for knowledge development within the field: from Swanson’s (1995) three-legged stool representing the underlying core theories of HRD (economics, psychology and systems theory) through Willis’s (1997) River Mississippi with its many tributaries to identify HRD’s contributing disciplines (adult education, philosophy, communications, cultural anthropology, etc.), McLean’s (1998) octopus and centipede to highlight HRD as an adaptive concept integrating a variety of disciplines, Short’s (2000) adaptation of Morgan’s (1997) metaphors of the organisation to consider alternative ways of approaching HRD, McGoldrick et al.’s (2001) co-optation of Keenoy’s (1999) holographic metaphor to describe the multifaceted and dynamic nature of HRD as a social construction, Simmonds and Pedersen’s (2006, p.323) holistic orchestra as an intimation for HRD to embrace the ‘interrelated paradigms of movement, change, dynamism, harmony and unity’ to Grieves and Redman’ s (1999) wagon train to describe HRD on a journey facing periods of uncertainty and confusion.

Unsurprisingly, the field is becoming more and more encompassing. Whilst training and development, organisational development and career development have been identified as its constituent components (ASTD, 1990; Mankin, 2001), activities and concerns which are now classified under HRD include, inter alia, strategic planning, capabilities, psychological contracts, lifelong learning, employee assistance, teamwork, communication, commitment, diversity management and community building (Garavan et al., 2000; McGoldrick et al., 2002; McLean and McLean, 2001). Attempts have also been made to establish the linkages between HRD and other key functional areas and/or discrete notions such as organisational learning (Stewart, 2005; Tjepkema et al., 2002), knowledge management (Gourlay, 2001), workplace learning (Garavan et al., 2002) and workplace democracy (Hatcher, 2006; Hatcher and Lee, 2005).





The Rise of Strategic HRD

It seems that most of the signposts within the HRD field have been pointing, until recently, in the direction of Strategic HRD (SHRD). The notion of SHRD has evolved over the years and has led to the development of a wide range of SHRD models (e.g. see Barnham et al., 1987; Garavan, 1991, 2007; Lee, 1996; McCracken and Wallace, 2000; Walton, 1999), which arguably, are still largely aspirational and yet to be fully realised and supported by consistent empirical evidence (Heraty and Morley, 2000; Maxell et al., 2004; McCracken and Wallace, 2000).

In line with a resource-based view of the firm and human capital theory, SHRD emphasises the need for HRD to be integrated with (and ideally to be able to shape) organisational strategy (Garavan, 1991, 2007; McCracken and Wallace, 2000; Torraco and Swanson, 1995; Walton, 1999). As such, the primary aim of SHRD is to develop HRD strategies in order to enhance the core competences of organisations and unleash their strategic potential in view of environmental challenges and opportunities (Garavan et al., 1995; Walton, 1999). 

While it is now construed as a context-sensitive, multi-levelled, stakeholder-oriented and dynamic model for HRD research and practice (Garavan, 2007), SHRD undeniably gives primacy to the performance paradigm – for the SHRD discourse is a constant reminder of the need for HRD to be driven by corporate strategy and performance outcomes, if it is not to be viewed in ‘soft terms’ and dismissed as a tactical, peripheral and expendable functional area (Garavan et al., 1999).  

Seen in this light, the notion of SHRD serves to reinforce a view of HRD as sanctioned by top management and owing its legitimacy to capital (O’Donnell et al., 2006) – a view which, as shown above, is now well entrenched in the HRD literature, acting almost subliminally on the way HRD is conceptualised and enacted. Infused by the SHRD discourse, HRD is becoming increasingly comfortable with a mainstream representation of itself as functionalist/utilitarian (by framing an instrumental and technocratic approach to HRD development), performative (by treating individual and organisational learning as a means to an end, which is the optimisation of performance, productivity and profitability), positivist (by giving precedence to evidence-based and quantitative measurements in HRD research) and unitarist (by seeking the wholesale compliance with corporate strategy which reflects managerial interests and reproduces unequal power relations) (McGuire et al., 2007). 

With the rise of SHRD, one could argue that what has been created is a powerful iconography of HRD in which it is depicted as the holy grail of business and consultancy – an image which will stand it in good stead with top management and enable it to broaden its scope of activities within modern organisations in a way that is non-threatening to the owners/stewards of capital and that can effectively contribute to its credibility over the longer term. Thus, that HRD owes its legitimacy to capital is a fact which is firmly internalised, if not always explicitly expressed, in the SHRD discourse. 

2.3 The Emergence of CHRD

A Critical Turn or a Wild Curve?

The recent emergence of CHRD, which has been referred to as a critical turn (Rigg et al., 2007; Sambrook, 2004) within the field, presents the HRD field with a new and rather distracting signpost – for while CHRD has, to quote Fenwick (2005, p.225), ‘only just begun to stir’, it presents a powerful counterpoint to the predominant SHRD discourse. As underlined by Elliott and Turnbull (2002), one of the primary purposes of CHRD is to equip HRD theorists and researchers with an analytical lens enriched by a range of critical perspectives that can effectively challenge the functionalist-performative-positivist-unitarist paradigm which drives HRD:

We are concerned that the methodological traditions that guide the majority of HRD research do not allow researchers to engage in studies that challenge the predominantly performative and learning-outcome focus of the HRD field …We seek to unpick the assumptions behind the performative orientation that dominates much HRD research … We therefore perceived the need to open up HRD theory to a broader range of methodological and theoretical perspectives (Elliott and Turnbull, 2002, p.971).

The above concerns are echoed in Rigg et al.’s (2007, pp.3-8) ‘four main reasons for advocating a critical turn’ in the HRD field: (i) the predominance of ‘performative values’, (ii) ‘an unbalanced reliance on humanist assumptions’ that perpetuates a biased and ‘instrumental view of personhood and self’, (iii) an ‘impoverished’ HRD research hinged on positivism and informed by ‘repesentationalist organization perspectives’ that contribute to the reification of organisational structures as immutable and independent of human agency, and (iv) an HRD curriculum and pedagogical methods which pay ‘minimal attention to issues of power and emotion’ and remain impotent when it comes to challenging and transforming existing social orders. 

Thus, CHRD calls for a ‘negative’ critique of the current ‘state of affairs’ in the HRD field, which is largely legitimated by the SHRD discourse. This negative critique is, however, balanced by the promotion of an emancipatory agenda, based on the principles of social justice and equity, (Fenwick, 2005) that warrants a focus on issues of power, ethics, workplace democracy and other ‘undiscussables such as sexism [and] racism’ which have received scant attention in the literature (Bierema and Cseh, 2003, p.24). 

With the CHRD signpost, the HRD wagon train is at the crossroads, faced with the unsettling question: Where do we go from here? It is obvious that the inherent radicalism and emancipatory ideals of CHRD make it a potential target for scepticism within a field where the normalisation of SHRD is hard to displace. Moreover, its nebulous hope for what could be perceived as a contrived form of democracy within modern organisations – which, one could argue, are essentially non-democratic and hardly the domain of social justice and equity (Hatcher, 2006; Hatcher and Lee, 2005) – raises questions about whether CHRD will not merely create a utopian aura around HRD that will sap its credibility and tarnish its good stead with management.

The critical turn may after all be dismissed as a wild curve that is bound to lead to a major road block or, even worse, the dreaded cul-de-sac – a wild curve which, to paraphrase Yevgeny Zamyatin (1993) (author of the dystopian novel We, first published in 1924 along the same line of inspiration as Orwell’s 1984 and Huxley’s Brave New World), has to be unbent, straightened tangentially and realigned undeviatingly with the dominant SHRD paradigm, into which it will eventually be absorbed. 

The Meaning of CHRD

Drawing from the literatures in Critical Management Studies (CMS) and Critical Pedagogy (CP), Fenwick has proposed four interrelated precepts which can form ‘an integrated foundation’ for CHRD, and which she contends ‘do not exist in isolation but can be expected to intertwine dynamically in organizational and academic practices’ (2005, p.229). These precepts are: (i) ‘purposes of workplace reform aligned with equity, justice, and organizational democracy’, (ii) ‘knowledge treated as contested, political, and non-performative’, (iii) ‘inquiry focused on denaturalizing organisational power and knowledge relations’, and (iv) ‘methods of reflexivity and critical challenge to prevailing conditions’ (ibid., p.225).

Callahan (2007) has reaffirmed the above precepts together with their links to the CMS literature. With reference to Fournier and Grey’s (2000) seminal paper for CMS, she argues that there are essentially three means to differentiate CHRD: (i) [Non]-performativity (a particular stance which militates against a one-sided focus on performance and addresses workers’ interests and learning needs); (ii) denaturalisation (a commitment to ‘de-normalise’ and expose the irrationality of exploitive and oppressive relations in the workplace), and (iii) reflexivity (an emphasis on the need for critical reflection on chosen philosophical positions and methodological choices). 

Adding to the debate on the nature of CHRD, Valentin (2006, pp.24-25) has identified three key features emerging from the ‘confluence’ of critical theory and postmodernism, which she applies to CHRD research to emphasise its non-positivist ontological and epistemological assumptions and emancipatory objectives. These are: (i) insight (which flows from a recognition of the socio-political dimension and contextual specificity of organisational practices), (ii) critique (which aims to challenge oppressive ideologies and structures whilst placing an emphasis on qualitative methodologies, which are not hinged on positivism and on the need for reflexivity in the research process), and (iii) transformative redefinitions (which underline an emancipatory intent and seek to promote transformational change through ‘practical applications for the ideas generated from research’).

Recognising the complex and ambiguous nature of CHRD as an emerging concept, Sambrook (2009, pp.61-62) has provided a ‘first-ever concept analysis’ of CHRD – the aim being to clarify the conceptual dimensions of CHRD, develop a shared ‘understanding of the phenomenon’, and ‘enlighten the practising, teaching, and researching of CHRD’. As explained by Sambrook (ibid., p.61), while a positivist (and somewhat reductionist) approach can be adopted to concept analysis to produce an empirically-grounded and ‘precise operational definition’ of the object of study, the technique is also accommodating of a more ‘interpretive approach’ whereby defining characteristics or key elements of a concept are discursively expressed and legitimised ‘through socialization and repeated public interaction’ (Rodgers, 1989, cited in Sambrook, ibid.) – the latter approach being the favoured one in this study.

Table 2.1 below is a reproduction of Sambrook’s (ibid., pp.62-63) concept analysis of CHRD which identifies its key elements in terms of its attributes (‘factors without which the concept would not exist’), antecedents (‘personal and organizational factors that influence how the concept is enacted’), consequences (‘the outcomes enacting the concept’) and empirical referents (‘what CHRD might look like in practice’).
Attributes	Antecedents	Consequences	Empirical Referents
Multiple truthsEpistemological diversity/ different forms of knowledgePoliticsEmancipationAbility to challengeInvestigationIconoclasmComplexity	Personal factors:Motivation to change practicePolitical awarenessUnderstanding & acceptance of one’s roleEffective communication skillsTrust and respectRejection of positivism as dominant research philosophyRejection of performance paradigm as dominant purposeChallenge cherished beliefsOrganisational factors:Structure and job designOpen, blame-free cultureAppropriate reward system, rewarding learning, risk, change as well as performanceAdequate resources e.g. time, money to provide space for critique	JusticeEquityFreedomImproved relationshipsMore effective & relevant learningEnhanced transfer of learningImproved creativity & productivityAcceptance of alternative approaches to research	Use of ‘we’ rather than ‘them and us’DialogueNegotiate learning needs and solutionsVoice of the learner is heardTolerance of diverse viewsMore qualitative and innovative research studiesMore CHRD practice

Table 2.1 Sambrook’s Concept Analysis of CHRD
Source: Sambrook (2009, p.65)

Sambrook’s (2009) concept analysis of CHRD enables a well-rounded understanding of what the ‘critical’ in the term might mean. The ‘critical’ provides the new paradigm with the epistemological and methodological bases to: (i) analyse, expose and challenge existing organisational arrangements, which are potentially oppressive and reproduce social inequalities, (ii) ‘signal its “other” – the mainstream, apparently uncritical paradigm’ which fails to do so, and (iii) frame change efforts towards more democratic and emancipatory organisational practices (Billig, 2000, cited in Sambrook, 2009, p.64; see also Sambrook, 2004, 2007).

In view of the above, CHRD is pitted against mainstream HRD (as primarily expressed by the SHRD discourse) and resists its total assimilation into managerialism and subservience to capital (Fenwick, 2005; O’Donnell et al., 2006). As such, CHRD promotes a representation of itself as radical/ethical (by promoting a constructionist and moral-practical approach to HRD development), non- performative (by treating individual and organisational learning as an end in themselves and opposing an exclusive focus on performance, productivity and profitability), non-positivist (by challenging the positivist hegemony within the HRD field and encouraging qualitative and innovative studies) and pluralist (by accommodating alternative critical perspectives and epistemological assumptions that can effectively frame transformational-emancipatory change) (Callahan, 2007; Sambrook, 2004; Valentin, 2006).

2.4 The Practice of CHRD 

The Potential Pitfalls of Practising CHRD

Given that the concept of CHRD is still in its embryonic stage, it is understandable why there is a dearth of empirical evidence on ‘CHRD in context’. As reminded by Rigg et al. (2007, p.11), there is a disjuncture between CHRD theory and practice – as being critical is ‘not so easy to expedite in practice as to articulate in theory’. Translating CHRD ideals into practice can prove problematic. Sambrook (2009, p.70) warns against the potential pitfalls of practising CHRD by drawing attention to the personal and organisational barriers that stand in its way and to its unintended, ‘negative consequences’ (e.g. ‘dogma, fear, misunderstanding, and perceived threat of loss’).

Reynolds (1999a, 1999b) examines in more detail some of the pitfalls of critical reflection and critical pedagogy which equally apply to CHRD. The first pitfall is resistance by both dominant and subordinate groups. Resistance by dominant groups is hardly surprising since one would not expect them to be too inviting of a critique of taken-for-granted assumptions and of the oppressive working practices that poses a threat to their power bases and status. Resistance by subordinate groups can result from the fear of being marginalised, victimised or even summarily dismissed, but also, and perhaps more importantly, from the ‘natural fear of freedom’ in the oppressed who often doubt their own ability to exercise the freedom they crave and/or are unable to trust those leading the way to that freedom (Freire, 1970, p.150) – aspects of resistance which are often naïvely overlooked by change agents.

A second pitfall is that of presentation. Critical theories (of which the CT of the Frankfurt School is a case in point) have been severely criticised for being no more than ‘esoteric intellectual speculations’ and ‘grand utopian utterances’ that come across as self-righteous and disconnected from the practicalities of everyday life whilst remaining inaccessible to a larger audience – thereby marginalizing most of the constituencies they purport to empower and emancipate (Reynolds, 1999b, p.177; e.g. see also Alvesson and Willmott, 1996; Grey, 1996).

Another pitfall is that of assimilation. There is always the danger that critical reflection will be stripped of its ‘socio-political element’ and emancipatory potential to be readily assimilated into the mainstream and become yet another tool in the managerial toolkit – serving the sectional interests of those in power whilst ‘leaving the superficial impression that a more critical approach has been applied’ (ibid. 1999b, p.178), when what in fact has been achieved is ‘little more than thoughtful problem-solving’ (ibid., 1999a, p.549).  

A final pitfall identified by Reynolds (ibid.) is that of dissonance, which Brookfield (1994) refers to as the ‘dark side’ or disruptive consequences of critical reflection. Dissonance occurs when increasing awareness of oppressive ideologies and practices achieved through critical reflection is not followed by a change in the social conditions that sustain them – viz. when the growing realisation of oppressive social realities is not followed by transformative praxis. Dissonance can result in a (false) sense of ‘impostorship’ (doubting one’s capacity to challenge prevailing views and taken-for-granteds), ‘loss of innocence’ (a feeling of disenchantment and despair in the face of unchanged oppressive social realities) and ‘cultural suicide’ (facing the threat of reprisal because of one’s critical stance and the risk of being ‘excluded from the cultures that have defined and sustained [one] up to that point in [one’s life]’ (ibid., pp.205, 208). 

As shown above, the potential pitfalls of being critical are real and arise from the concrete and harsh realities of organisational life. Translating CHRD into practice thus remains a tall order and, to borrow from Reynolds (1999b, p.182) himself, there are ‘nettles to be grasped’ and caveats to be drawn if CHRD is to have any significant bearing on HRD practices and, by extension, on organisational life without being ‘swept away as irrationality’ or dismissed as pure heresy (Alvesson and Willmott, 1996, p.174). 

The Merits of Micro-Emancipation

The question then remains: How can one steer clear of the pitfalls of being critical and effectively translate CHRD theory into practice? It would be ill-advised to follow a ‘doctrinaire blueprint’ (Grey, 1996, p.17) for practising CHRD – which would otherwise make it guilty of creating an orthodoxy of its own, leading to its degeneration into a hollow prescriptive model and an alienating ‘reactionary blah’ (Freire, 1970, p.19). There is need to contextualise CHRD practice whilst retaining the emancipatory ideals of the critical perspectives that inform it. 

To this end, Alvesson and Wilmott (1992, 1996) have proposed a form of intervention, which they have termed micro-emancipation and which can provide a way forward for CHRD practice. Micro-emancipation involves experimentation with small, localised emancipatory projects that can effectively ‘combine pragmatic action with critical analysis’ to ‘target specific oppressive practices’ at the micro level and frame action towards more democratic and empowering working practices within the realm of the day-to-day experiences of organisational actors (Fenwick, 2004, pp.203-4) – without getting bogged down in the utopian visions and moral evangelism which typify some of the critical perspectives informing CHRD and which limit their relevance to the more ‘mundane world of management and organisation’ (Alvesson and Willmott, 1992, p.434).

Micro-emancipatory projects therefore enable a more tempered approach to radical change which, when successful, can secure valuable ‘small wins’ or incremental gains for CHRD practice while reducing the risk of a full-blown opposition from dominant groups (Meyerson, 2001; see also Meyerson and Kolb, 2000). But perhaps more importantly, they can effectively clinch the connection between micro and macro-level organisational processes and serve as a catalyst for organisation-wide radical change that can precipitate the conditions for more democratic and emancipatory working practices (Alvesson and Willmott, 1996).

Micro-emancipatory projects can take the form of feminist projects (Meyerson and Kolb, 2000); learning communities (Reynolds, 1997), critical thinking episodes (Brookfield, 1994) or critical action learning sets (Tosey and Nugent, 1998), all of which can be informed by a range of critical perspectives – from critical theory, feminism, post-structuralism and post-colonialist scholarship to Freirian critical pedagogy and Marxism (Reynolds, 1999; see also Fenwick, 2005; Rigg et al., 2007). 

Critical Action Learning Sets as a Vehicle for CHRD Practice

Willmott (1997) has explained how the precepts and emancipatory ideals of critical theory can be mobilised and applied to action learning sets – which were primarily designed by their originator, Revans (1980), for action-based problem-solving in view of improved work experiences and enhanced organisational performance (see also McGill and Brockbank, 2004) –  to flip their focus toward issues of power, politics, ethics, equity, emancipation, etc. and turn them into critical action learning sets (see also Anderson and Thorpe, 2004). Thus, what critical action learning sets stand for is a non-elitist, non-performative and emancipatory version of action learning sets which, it is argued here, can become a powerful medium for CHRD practice. 

A caveat is in order here. If critical action learning sets are to be a useful vehicle for CHRD practice, they need to be underpinned by a robust critical pedagogy in which equal attention is given to the following two key dimensions: radical content and radical process (Giroux, 1981). Radical content refers to the type of learning materials, theories and techniques (e.g. theoretical frameworks enriched by critical perspectives, conceptual mapping, deconstruction of narratives, discourse analysis and metaphorical explorations) that can expose oppressive aspects of organisational life and frame the conceptualisation of alternative, more flourishing and empowering organisational realities (Reynolds, 1999a).

Radical process refers to the type of ‘structures, procedures, roles and relationships’ (Reynolds, 1999a, p.544) that support a psychologically safe learning environment, more democratic forms of communication and participation and expansive learning (Marsick and O’Neil, 1999) – where members of the critical action learning set learn, in the absence of unnecessary and unwanted constraints, how to expose and challenge taken-for-granteds and hegemonic aspects of organisational practices, critically examine each other’s worldviews, and take positive action on the oppressive elements that negatively impact on their immediate working experience and life (Anderson and Thorpe, 2004; Giroux, 1981; Reynolds, 1999a). 

2.5 The Future of CHRD

Callahan’s (2007, p.77) comment on trying to predict the future of HRD as being ‘a bit like gazing into a crystal ball’ equally applies to CHRD – an exercise which usually proves the gazer wrong. However, even if predicting the future of CHRD would be a foolhardy enterprise, there is some value in considering its possible futures (Gold et al., 2003).

In the worst-case scenario, CHRD remains an alienated and alienating paradigm – where on the one hand, theory building in CHRD remains the pursuit of a minority and is perceived as the utopian meanderings of a group of maladjusted academics and other cultural misfits, and on the other hand, CHRD practice is ghettoised, has recourse to stealth tactics and deadly compromises to maintain a presence within organisations, and remains a ‘domesticated’ activity which only serves to reproduce ‘oppression, exploitation and inequity’ (Fenwick, 2005, p.231).

In the more optimistic scenario, CHRD has become an integrated and integrating paradigm – where it is firmly established as a key paradigm within the HRD field, embracing an increasing number of ‘critters’ (critical thinkers committed to radical change – e.g. see Keefer and Yap, 2007) and stimulating critical theory building as vital to the development of the HRD field into a mature and an integrative field of research and practice (Garavan et al., 2002). CHRD practice has moved to the centre of organisational structures, having a more agentive and inclusive role and is seen as a necessary precondition for enhanced performance and organisational success over the longer term.
Perhaps the most likely future of CHRD lies somewhere between these two extremes. However, if the more optimistic scenario can even be envisaged, CHRD will need to grapple with the challenges it faces at both the theoretical and practical levels. At the theoretical level it will have, as an ambiguous and elusive emerging concept, to disentangle itself to some extent from the ontological debates about the nature of HRD in order to map out its own conceptual contours, identify its philosophical underpinnings and consolidate its theoretical foundation – a disambiguating function in which, as discussed above, authors like Sambrook and Fenwick have taken a leading role. At the practical level, CHRD faces the dilemma of being able to uncompromisingly retain its emancipatory ideals without either degenerating into an amalgam of utopian but largely impracticable prescriptions or dissolving into an impotent form of activism that remains powerless against the ideological strongholds of dominant groups (Fenwick, 2005). 

But more importantly, as a self-reflective paradigm, CHRD will need to critically reflect on ways to effectively address the tension between these two levels – where the process of theory building in CHRD is tempered by the search for empirical evidence and experimentation in emancipation. Moreover, it is its commitment to reflexivity that can help CHRD gain wider acceptance and establish itself as a key paradigm within the HRD field – for, while CHRD is pitted against mainstream HRD (as its uncritical ‘other’ – Sambrook, 2009), it is not gratuitously antagonistic (i.e. critical for the sake of being critical) and, as reminded by Fenwick (2004, p.193) it ‘would not presume to supplant existing conceptions of HRD in totalising fashion’. But as will be emphasised in this study CHRD can, through its commitment to reflexivity, responsibly recover the emancipatory intent of HRD and nurture within the field the holistic ideal of a more democratic and life-enriching workplace.







This chapter has raised a number of key issues, which form the basis for the conceptual expansion of CHRD carried out in this study:

First, this study takes a dialectical stance in relation to the two key issues of contention that have sustained much debate within the field. One concerns the question of whether HRD should be defined or not, and the other the question of whether primacy should be given to learning or performance. In addressing the first issue, it endorses a non-identity logic, which resists attempts to fix the meaning of HRD and promotes a view of it as conceptually-open and accommodating of new meanings – a view which is equally applied to CHRD; in addressing the second issue, it moves beyond a dichotomous mode of thinking to propose a synthesis of learning and performance in which both paradigms are on an equal footing and viewed as in a recursive relationship, interdependent, mutually-reinforcing and warranting a fundamental symmetry between organisational and individual needs.

Second, it was argued that CHRD presents a powerful counterpoint to the SHRD discourse (which is now well entrenched in the literature and is largely representative of mainstream thinking within the field) and provides the analytical tools to effectively challenge SHRD’s performative stance and strategic focus and frame change efforts towards more democratic and emancipatory working conditions – revealing itself as radical/ethical, non-performative, non-positivist, and pluralist. 

Third, in considering the various meanings already attached to CHRD in extant literature, attention was drawn to Sambrook’s (2009) concept analysis of CHRD, which aims to clarify its conceptual dimensions whilst underlining its commitment to reflexivity, iconoclastic posture and emancipatory intent. Sambrook’s (ibid.) concept analysis consstitutes one of the key building blocks for this study.

Fourth, Critical Action Learning Sets, a non-elitist, non-performative and emancipatory version of Action Learning, were proposed as a powerful medium for CHRD practice, provided these are underpinned by a robust critical pedagogy in which attention is paid to both radical content and radical process.

Fifth, in considering the possible futures for CHRD, an argument was developed that, for a more optimistic scenario to be even envisaged (one in which CHRD is an integrated and integrating paradigm and seen as a key determinant of enhanced performance and organisational success), CHRD will have to effectively manage the tension between theory and practice – where theory building is tempered by the search for empirical evidence and experimentation in emancipation as a way for CHRD to consolidate its theoretical foundations and retain its emancipatory ideals without degenerating into either impracticable utopianism or impotent activism – an endeavour to which this study aims to contribute by expanding the conceptual dimensions of CHRD and testing for its potential empirical referents in a chosen research context.

 Finally, in line with its dialectical stance, this study made the point that CHRD can, through its commitment to reflexivity, effectively challenge HRD to achieve a post-reflective understanding of itself in order to transcend its contradictory tensions, responsibly recover its emancipatory intent, and nurture within the field the holistic ideal of a more democratic and life-enriching workplace.

















METHODOLOGY I – THEORY BUILDING






This chapter provides a detailed account of the methodology developed to expand the conceptual dimensions of CHRD from a CT perspective in the tradition of the Frankfurt School. Its primary purpose is to lay the theoretical and philosophical foundations for this exercise in theory building. The chapter begins by revisiting Burrell and Morgan’s (1979) seminal framework of four sociological paradigms, which provides a solid basis for the consideration of the key paradigmatic assumptions underpinning research and theory building in the social sciences. 

Next, attention is drawn to the interparadigmatic character of CT in relation to its emancipatory interest, which bridges across Burrell and Morgan’s (ibid.) four key sociological paradigms to account for both the cognitive and structural (non-cognitive) dimensions of human emancipation. Other relevant features of CT that are discussed include its constructionist outlook, its endorsement of a non-identity logic, and a dialectical mode of thinking. The chapter moves on to provide a brief introduction to basic critical realism and considers its key tenets, which display strong affinities with CT in relation to its ontological and epistemological assumptions and methodological concerns whilst sharing its unswerving commitment to the project of human emancipation. 

The key features of CT and the key tenets of critical realism are then integrated to delineate the research position adopted in this study along the dimensions of ontology, epistemology, human nature, methodology and axiology – which also provides a robust framework for a conceptual expansion of CHRD that is both theoretically-grounded and practically-committed. Finally, typical of the critical sciences, is a section on reflexivity in which the significance of this exercise is assessed in terms of its relevance to the HRD field, the weight of its contribution, and its limitations as a mono-perspectival approach to theory building. After considering the place of the researcher in both the rationale and conduct of this exercise, the chapter concludes with a summary of the key issues raised.

3.2 Sociological Paradigms and the Nature of Social Scientific Research

It would be somehow out of order to discuss approaches to theory building and research in the social sciences without referring to Burrell and Morgan’s (1979) framework of four sociological paradigms. Although the framework has been criticised for its dichotomous nature and unnecessary rigidity (e.g. Alvesson and Willmott, 1996), it does provide a solid basis for a discussion of the philosophical and methodological concerns underpinning social scientific research and theory development. 

Burrell and Morgan (1979) draw on dualistic assumptions about the nature of science (where philosophies of science are viewed as either objectivist or subjectivist) and the nature of society (where societies are seen as oriented towards either regulation or change) to build a 2 x 2 matrix consisting of four different sociological paradigms: the functionalist, the interpretive, the radical humanist and the radical structuralist paradigms. The following discussion provides a brief description of these dualistic assumptions before considering the key aspects of Burrell and Morgan’s (1979) four sociological paradigms which are of direct relevance to this study.

Dualistic Assumptions about the Nature of Science

Burrell and Morgan (1979) discuss the dualistic assumptions about the nature of science by drawing the distinction between objectivist and subjectivist philosophies of science along the dimensions of ontology, epistemology, human nature and methodology. It is appropriate at this point to provide an explanation of these dimensions, which although basic, is deemed sufficient to support further discussion. 
 
Ontology is a branch of philosophy which relates to the ‘science of being’, addressing issues such as the nature of existence, the structure of reality, and the nature of natural and social phenomena – as ‘acknowledged by a particular theory or system of thought’ (Honderich, 1995, p.634). In essence, ontology addresses the question of what is, the answer to which is influenced by how one sees the world (Ruona and Lynham, 2004).

Epistemology is another branch of philosophy which relates to the process through which knowledge about the world is developed and validated. It warrants the consideration of ‘cognitive stances’ – from which certain beliefs about the world are justified as true and acceptable knowledge; and ‘cognitive interests’ – which uncovers the motivations underpinning knowledge development strategies (Habermas, 1987b; Honderich, 1995). In essence, epistemology addresses the question of what is known, the answer to which is influenced by how one thinks about the world (Ruona and Lynham, 2004).

Human nature involves what can be a highly complex examination of the status, role and powers of human beings as they relate to different situations in their natural and/or social world. In essence, human nature addresses the question of what it is to be human, the answer to which is influenced by how one views the relations between human beings and their environment (Burrell and Morgan, 1979).

Methodology involves the systematic process of selecting proper research methods and techniques to research a specific phenomenon. It is linked up with another key component of philosophy, axiology, which includes a concern with rigour and ethics in the development of research methods and techniques and their alignment with the adopted research position in relation to ontology, epistemology and human nature (Ruona and Lynham, 2004; see also Arbnor and Bjerke, 1997; Denzin and Lincoln, 2000). In essence, methodology addresses the question of how one researches a specific phenomenon, the answer to which is influenced by how one sees the world, thinks about it, and views the role of human beings within it. 

Objectivist v. Subjectivist Philosophies of Science










Fig.3.1 Objectivist v. Subjectivist Philosophies of Science
Objectivist Philosophies of Science

In addressing the question of what is, objectivist philosophies of science promote a realist ontology, which views the social world as similar to the natural world – ‘out there’, made up of concrete structures that pre-exist any single human being and that are independent of the human mind (Johnson and Duberley, 2000). What is known is dependent on a typically positivist epistemology, which entails a view of ‘pure science’ as value-free and unhindered by human interests and which, in law-like fashion, seeks to explain the social world by ‘searching for regularities and causal relationships between its constituent elements’ that can ideally lead to generalisations (Burrell and Morgan, 1979, p.5). Explanations of the relations between human beings and their environment usually follow a determinist view of human nature which regards human beings as constrained or conditioned by social structures, thus denying them a role in shaping those structures. In addressing the question of how one researches a specific phenomenon, a nomothetic methodology is favoured, using highly structured and quantitative measures to provide an etic account (involving causal explanations and universal claims) of the researched phenomenon (Arbnor and Bjerke, 1997; Gill and Johnson, 2002). 

Subjectivist Philosophies of Science

In addressing the question of what is, subjectivist philosophies of science promote a nominalist ontology where the social world is viewed as fundamentally different from the natural world, relativistic, dependent upon human cognition and action. What is known is primarily driven by an anti-positivist epistemology, which resists the ‘illusion of pure science’ and accounts for subjective values and interests that influence knowledge development, and which is ‘firmly set against the search for laws or underlying regularities in the world of social affairs’ in favour of deep probing research designs that reflect an interest in an in-depth understanding of the object of study in context (Burrell and Morgan, 1979, p.5). Explanations of the relations between human beings and their environment reflect a voluntarist view of human nature where human beings are seen as autonomous, ‘creators’ of their environment or as having a greater role in shaping social structures. In addressing the question of how one researches a specific phenomenon, an ideographic methodology is favoured, using mostly unstructured qualitative techniques to provide an emic account (involving meaning-rich and context-sensitive descriptions) of the researched phenomenon (Arbnor and Bjerke, 1997; Gill and Johnson, 2002). 
Dualistic Assumptions about the Nature of Society














A sociology of regulation provides an explanation of society that emphasises social order, a notion that refers to a relatively stable social system of structures, institutions and practices that aims to maintain itself over time. Social order is achieved through the twin notions of consensus and solidarity – where consensus is seen as unproblematic and the natural outcome of shared beliefs, values and norms among social actors and solidarity as the result of a positive response to the appeal for collaboration upon which the ‘common good’ is dependent. Thus, consensus and solidarity are seen as the ‘glue’ which holds the social system together, viz. they ensure a level of social integration that is seen as the precondition for system integration (Alvesson and Willmott, 1996; Craib, 1992). 

Any form of upheaval or structural conflict that can upset the ‘natural’ social order is considered threatening as it can potentially weaken societies by causing a breakdown of social norms and productive behaviour. Minor disorders (even if sometimes seen as necessary) are tolerated as temporary disruptions that only serve as a catalyst for the restoration of order within the social system, which tends towards an enduring equilibrium (Chryssides and Kaler, 1996; Craib, 1992). 

Sociology of Radical Change

A sociology of radical change provides an explanation of society where contradiction and structural conflict are seen as the ‘necessary triggers’ of social change. Far from being only ‘temporary glitches’ in the social system, contradictions and structural conflicts represent deep-seated and enduring sources of incompatibility that can cause social dysfunction and system ‘malintegration’ – which may in turn trigger revolutionary change (Craib, 1992, p.46). While viewed as unproblematic in regulation social theories, consensus is seen as apparent and solidarity as enforced, where both are usually the end result of various modes of domination – from the more subtle forms of ‘technocratic indoctrination through education and the mass media’ and mass subordination to the imperatives of the market to the much less subtle forms of ‘corruption, surveillance or military oppression’ (Alvesson and Willmott, 1996, pp.55, 66) – all of which serve to reproduce the asymmetrical power relations between those who govern and the governed.

However, human emancipation remains possible (in theory at least) because modes of domination are seen as carrying the seeds of their own demise. Modes of domination inevitably trigger resistance and revolt and eventually become untenable as both internal and external sources of opposition combine to overthrow them and bring about radical change – though it has to be noted that such attempts at emancipatory change are all too often suppressed through physical force and/or psychological means of intimidation and coercion – as long as those in power have the material resources and the political backing to maintain their oppressive regime.  

Burrell and Morgan’s Four Sociological Paradigms


















Fig.3.3 Burrell and Morgan’s Framework of Four Sociological Paradigms




The functionalist paradigm, which is dominant in social research, combines an objectivist philosophy of science with a regulation social theory. The functionalist paradigm therefore promotes a view of social reality as pre-existing any single individual, independent of the human mind, determining human agency and tending towards an enduring equilibrium. Theory building is rooted in what is termed sociological positivism (which is actually more concerned with the refinement of existing theory than the generation of new ones) and is usually validated in a deductive manner through hypothesis testing and the use of quantitative measures to establish causal relationships and allow for generalisations (Gioia and Pitre, 1990). 






The interpretive paradigm is rooted in a subjectivist philosophy of science and sociology of regulation. It therefore promotes a view of reality as socially constructed and dependent upon human cognition, discourse and action (Berger and Luckman, 1967; Gunnarson et al., 1997) but which remains underwritten by the assumption that the social world is essentially ‘cohesive, ordered and integrated’ (Burrell and Morgan, 1979, p.31). Theory development is located in phenomenology which, following Husserl, conceives of society as lifeworld, the pre-theoretical and pre-interpreted sphere of taken-for-granted assumptions, beliefs and values which social actors draw upon to construct shared meanings about social phenomena or various domains of social life (Finlayson, 2005; Honderich, 1995). The goal of theory building, which is more inductive and qualitative in nature, is then to develop an in-depth understanding of this lifeworld through the generation of context-sensitive descriptions and explanations using appropriate coding and interpretive schemes and involving speculations and modifications before a ‘grounded theory’ is postulated (Gioia and Pitre, 1990; Morgan and Smircich, 1980).

Following Habermas (1987b), the interpretive approach to theory building is underpinned by a practical cognitive interest which drives the historical-hermeneutic sciences and is characterised by a concern to develop mutual understanding (especially between theorist and research subjects) and to provide rich insights into the lifeworlds of social/organisational actors. This practical cognitive interest usually leads to the use of root metaphors such as social networks to emphasise how meanings attached to social phenomena are ‘intersubjectively’ constructed and borne out of a network of social relationships, and culture to examine the patterns of discursive resources and practices (reflecting assumptions, beliefs and values) which inform those meanings (McLoughlin, 1999; Morgan, 1997).  


The Radical Humanist Paradigm

The radical humanist paradigm integrates a subjectivist philosophy of science with a sociology of radical change. It therefore endorses the interpretivist view of reality as socially constructed but, unlike interpretivism, adopts a more critical stance towards ‘existing social structures with the intent of changing them’ (Gioia and Pitre, 1990, p.588; see also Giddens, 1984). The approach to theory building is located in a dialectical mode of thinking which, through ‘deep analysis’ and theoretical explanation seeks to (i) expose ideologies and social contradictions that are in effect oppressive, exploitive and alienating, and (ii) show how these ideologies and contradictions can be transcended to enable a more complete understanding of social lifeworlds and to bring about social conditions that are non-oppressive, non-exploitive and non-alienating (Benson, 1977; Carr, 2000). 

This dialectical approach to theory building is motivated by an emancipatory cognitive interest which, typical of the critical sciences, not only seeks to explain the social world as it is but also to consider what it could be or ought to be and frame change efforts towards social conditions that are conducive to human emancipation (Habermas, 1987b). For the radical humanist, human emancipation starts at the level of consciousness, where ‘a change in modes of cognition and consciousness’ (Burrell and Morgan, 1979, p.33) through critical reflection is seen as a precondition for a change towards emancipatory social conditions – as reflected in the use of root metaphors such as psychic prison to examine and remove modes of thinking that ‘incarcerate’ human consciousness and psychoanalytic lens to explore the instinctual drives and motivations that underlie oppressive ideologies and relationships that annul the possibility for self-emancipation (Gioia and Pitre, 1990; Morgan, 1997). 

The Radical Structuralist Paradigm

The radical structuralist paradigm advocates an objectivist philosophy of science and a sociology of radical change. Therefore it shares the emancipatory intent of radical humanism but, given its objectivist stance, its primary focus is on the ‘material dimension’ of human emancipation within social structures which are seen as ‘historically specified’, ‘objectively real’, and operating as instruments of domination (Gioia and Pitre, 1990, p.589). Approaches to theory building are similar to those in the radical humanist paradigm in that they are located in a dialectical mode of thinking. However, unlike radical humanists, radical structuralists seek to (i) identify contradictions and sources of conflict within ‘objectively real’ and reified social structures which are in effect oppressive, exploitative and alienating, and (ii) frame action that can effectively transform or overthrow these social structures through collective action in order to bring about the necessary material conditions for human emancipation (ibid.; see also Carr, 2000). 

As one would expect, radical structuralism shares with radical humanism an emancipatory cognitive interest but inverts the latter’s theoretical position by viewing change in the ‘material’ conditions of social actors as a precondition for human emancipation (Habermas, 1987b) – as reflected in the use of root metaphors such as hierarchy to explore the oppressive nature of ‘objectively real’ power structures and the dysfunctional relationships within them, and iron cage to describe the process of emancipatory change which begins with the prising apart of the iron bars of the (concrete) prison which incarcerates human beings and which exists by virtue of structural contradictions and conflicts (Morgan, 1997).  


3.3 The Interparadigmatic Character and Key Features of CT

The Interparadigmatic Character of CT

As shown in Figure 3.3, Burrell and Morgan (1979) locate CT in the radical humanist paradigm – most probably because CT, as a non-communist and Western form of Marxism, is renowned for its idealist approach to the project of human emancipation, which lies at its core (Held, 1980) – where a critique of ideology and a revision of consciousness through critical reasoning are seen as the starting point for (self)-emancipation. In this respect, CT is often described as the heir of the Enlightenment which reclaimed ‘unfettered’ human reasoning and scientific knowledge as the unfailing vehicle for human emancipation (Grayling, 2008). However, Burrell and Morgan’s (1979) contention that the four paradigms in their framework are mutually exclusive – a fact which has been criticised as isolationist and parochial in outlook (e.g. Reed, 1997; Willmott, 1993) and which largely serves to pigeonhole CT and obscure its interparadigmatic character. 

As argued by Alvesson and Willmott (1996, p.61), while CT is particularly attentive to ‘issues of ideology’ and individual consciousness, its emancipatory interest and investigative lens bridge across paradigms (refer to Fig.3.4 below) and it is ‘no less concerned with the so-called objective structures of society’ that have an incidence on its project of human emancipation. Habermas’s (1984/1987a) Theory of Communicative Action (discussed in more detail in Chapter Eight), which accounts to a certain extent for both the cognitive and structural dimensions of human emancipation provides a good example of this particular concern.




















Fig.3.4 The Interparadigmatic Character of CT
Source: Gioia and Pitre (1990, p.597) [Adapted]

For Alvesson and Willmott (1996), it is the failure of Burrell and Morgan’s (1979) framework to establish the connection between theory development and human interests which prevents it from recognising the interparadigmatic character of CT. Figure 3.4 above shows how, in relation to its emancipatory interest, CT has a foothold in all four sociological paradigms (albeit a stronger one in the radical humanist paradigm) and how this interest can be captured at a ‘meta-level’ to enrich a CT investigative lens (Gioia and Pitre, 1990).

CT is particularly critical of the way positivism, the dominant approach to theory development within the functionalist paradigm, tends to reduce all its objects of study (including human beings) to numbers for the sake of causal laws and generalisations (e.g. Marcuse, 1991). In so doing, positivism contributes to the reification of human beings where they are treated as things or mere objects of study – thus lowering their ontological status and obscuring their need for emancipation (Harvey, 1996). On the other hand, CT tends to be more tolerant of interpretivism in that they both share a constructionist worldview (Held, 1980). Phenomenological approaches to theory building, which are dominant within the interpretive paradigm, place human beings at the centre of research in an attempt to understand how they go about shaping their social lifeworlds – thus raising their ontological status and increasing awareness about their need for emancipation but stopping short of an emancipatory agenda.

Both radical humanism and radical structuralism share CT’s concern for the project of human emancipation and are characterised by dialectical approaches to theory building which aim to bring about the conditions for human emancipation. However, as previously discussed, they differ in terms of their orientation. Radical humanism aims to bring about the conditions for human emancipation through a ‘revision of consciousness’, while radical structuralism attempts to do so through a ‘revision of structures’ (Gioia and Pitre, 1990, p.591).

Even if CT is primarily driven by an idealist approach to emancipatory change, the recognition of its interparadigmatic character is necessary (especially since Habermas, 1984/1987a) if realistic theoretical claims are to be made in which both the cognitive and structural dimensions of human emancipation are accounted for. 

Key Features of CT









CT is well-known for its endorsement of a non-identity logic – which rejects the equation of the concept (as a product of the human mind) with its object of study (as existing independently of the human mind). CT argues that it is pointless to strive for identity between the concept and its object as the concept can be both less and more than its object (e.g. see Held, 1980) – less, because it is mediated by the human mind which cannot grasp the totality and complexity of the object under scrutiny (hence the futility of trying to mirror it); and more, because of the capacity of the human mind to construct representations of the object which are not actualised but are yet to be realised (hence the futility of trying to transfix it) (Horkheimer, 1974; see also Harvey, 1996).

A Dialectical Mode of Thinking

CT’s endorsement of a non-identity logic calls for a non-positivist, essentially qualitative approach to theory building which is rooted in a dialectical mode of thinking – where theory is not only content to explain the existing social reality but, more importantly, to transcend it through the conceptualisation of alternative social arrangements which are potentially more emancipatory – which entails a process of critical reasoning and envisioning and recourse to techniques such as deep-probing, creative modelling and metaphorical explorations (Jay, 1973; Kellner, 1991; Marcuse, 1991) (more on this in Chapter Four). 

3.4 Critical Realism 

Meaning and Purpose 

A hotly-debated, if not controversial, development in the philosophy of the human sciences, the term critical realism refers to the collected works of a number of key authors (e.g. Benton 1981; Harré, 1970, 1986; Hesse, 1966) of whom Bhaskar (e.g. 1975, 1989) is certainly the most prominent and innovative (Collier, 1994). As explained by Benton and Craib (2001), the term critical realism retains specific meanings carried by the two words which constitute it. The word realism refers to a ‘resigned acceptance’ of an external world which ‘exists and acts independently of [human] knowledge or beliefs about it’, while the word critical is to be taken as an adjective which carries an emancipatory interest and refers to a ‘commitment to changing unsatisfactory or oppressive realities’ (ibid, p.120).

In light of the above, the term critical realism might come across as an oxymoron since one might, justifiably so, question the possibility of simultaneously entertaining a ‘resigned acceptance’ of the world as it is and a hope to change it (ibid). However, this criticism can be dismissed with the understanding that what critical realists hold is that while the external world exists independently of human knowledge, this external world remains knowable; and the knowledge that human beings develop about this external world can be used to change it to some extent, preferably into a reality which is less oppressive and in which human emancipation is a real possibility (Bhaskar, 1986). In this respect, critical realism combines a realist view of the world sui generis, i.e. as existing of its own and independently of human knowledge of it, and a constructionist view of human knowledge as social product, borne out of the human mind, and which can be used to bring about emancipatory change (Collier, 1994).  

Bhaskar (1975) views the primary (and perhaps more urgent than ever) purpose of critical realism as an underlabouring one (see also Bhaskar and Hartwig, 2010) – where the role of critical realism is to remove the ‘obstacles that stand in the way of scientific progress’ and to provide scientists with the philosophical support they need to investigate the inner workings of the world and to reflexively weigh the significance of their contribution to their respective fields of study (Collier, 1994, p.19). It is now appropriate to consolidate the foregoing discussion by considering the key tenets of basic critical realism.





A realist ontology entails a view of the external world or reality as existing independently of human beings and their knowledge of it viz. the external world or reality exists objectively, materially, extra-discursively and independently of whether or not human beings are aware of it (Collier, 1994). Importantly, such a worldview provides the conditions for scientific knowledge which, against empiricism, should move beyond mere appearances to explain the generative mechanisms or structures underlying observed phenomena (Bhaskar, 1998). 








Fig.3.5 A Stratified View of Reality




Critical realism turns to the question ‘What must be the case for science to be possible?’ to develop a theory of knowledge development where, in answer to the above question, it considers issues such as the nature of scientific investigators, the nature of human knowledge and the modes of communicating and validating such knowledge (Benton and Craib, 2001, p.129) – all of which is referred to by Bhaskar (1998) as the transitive dimension of science. As previously mentioned, critical realism entertains a constructionist epistemology where: 

(i)	Scientific knowledge is seen as a social product, borne out of the minds of scientific investigators as they probe the complex nature of a stratified external world. 
(ii)	As such, scientific knowledge is relativist, mediated by human perception, historically situated, and cumulative (growing as new understanding of the object of study is achieved).
(iii)	In virtue of both (i) and (ii), scientific knowledge is fallible, partial and non-final and therefore subject to scrutiny, refutation and revision (e.g. see Bhaskar, 1998; Collier, 1994).

It is for the above reasons that critical realists resist the reduction of what is (the object of study) to what is known (knowledge of the object of study) – an unfortunate tendency which has been termed epistemic fallacy by Bhaskar (1998, p.xii). 

A Transformational Model of Social Activity

Bhaskar’s (1989) Transformational Model of Social Activity (TMSA) transcends Burrell and Morgan’s (1979) dualistic assumptions about human nature – which views the structure-agency relationship as either determinist (where human agency is determined by reified social structures) or voluntarist (where social structures are determined by human agency). As shown in Figure 3.6 below, Bhaskar’s (1989) TMSA (Model 3) involves the reconciliation of the Durkheimian stereotype of reification (or determinism) (Model 1)  – which views human agency as determined by society, and the Weberian stereotype of voluntarism (Model 2) – which views society (i.e. social structures) as determined by human agency.













On the one hand, social structures are both the necessary ‘conditions and outcomes of human agency’; on the other hand, human agency is both the product of and a necessary condition for the ‘possibility of social structures’ (Benton and Craib, 2001, p.132). For, following Marx, human beings reproduce or transform social structures ‘not under circumstances they themselves have chosen, but under the given and inherited circumstances with which they are directly confronted’ (Marx, 1973, cited in Bhaskar, 1986, p.136) 

In view of the above, Bhaskar (1998) draws a distinction between natural and social structures –although some authors have argued that such distinction is perhaps too ‘sharp’ (e.g. Benton, 1981; Collier, 1994). Unlike natural structures which exist independently of the activities of people and can thus be seen as more enduring, social structures do not exist independently of human agency through which they are reproduced and transformed and can thus be seen as only ‘relatively enduring’ (Bhaskar, 1998, p.38). However, as remarked by Benton and Craib (2001, pp.134-35), ‘the fact that social structures are relatively enduring does not prevent their being real, and nor does it prevent their being objects of scientific investigation either during the time period, or within the spatial limits of their occurrence’.

A Commitment to Human Emancipation

What sets critical realism apart (even more so Bhaskar’s version) is its commitment to human emancipation – ‘the transformation from unwanted, unneeded and/or oppressive sources of determination to wanted, needed and/or liberating ones …’ (Hartwig, 2007, p.157; see also Bhaskar, 1986). As emphasised by Collier (1994, p.ix), critical realism is ‘committed to unfettered reasoning, to a belief that science can give us real insights into the nature of things, and to an interest in the potential of reason and science for human emancipation’ – where the ‘arduous task of science’ is to overcome ignorance and to pave the way to human freedom (Bhaskar and Hartwig, 2010, p.55). In this sense, both CT and critical realism can be seen as the co-heirs of the Enlightenment as both share its unswerving belief in the powers of human reasoning as a tool for human emancipation (Grayling, 2008).

However, critical realism moves away from the Enlightenment’s idealist belief that human reasoning, even when removed from any socio-historical context, can on its own be a conduit for human emancipation. It is also much more explicit than CT on the need for an appreciation of both the cognitive and non-cognitive dimensions of ‘full’ human emancipation, failure of which can lead to dissonance and despair. As forcefully reminded by Bhaskar:
(…) it should be reiterated that cognitive emancipation depends in general upon non-cognitive conditions; and that cognitive emancipation is necessary but insufficient for full human emancipation (as shown by the example of the slave who knows only too well that he is a slave but still remains one). In fact dissonance, not liberation (or the rational elaboration of an emancipatory strategy), may be the immediate result of enlightenment. And such dissonance may lead either towards practical-critical-transformative-revolutionary action or alternatively to despair (Bhaskar, 1986, pp.204-205, emphasis in original).

Explanatory Critique: A Creative Approach to Theory Building


In addressing the question of ‘What must be the conditions for human emancipation to be possible?’, critical realists have recourse to the notion of explanatory critique (Bhaskar, 1986) of which, as underlined by Benton and Craib (2001, p.136), the ‘paradigm case’ is Marx’s ‘critique of the wage form’ in Capital – where he presents a negative value judgement on what appears to be a fair exchange relation between employer and employee within capitalism (‘a fair day’s work for a fair day’s pay’) which, he contends, is in fact an unfree and unequal production relation based on domination and exploitation (ibid.).

Hence, as a form of dialectical analysis, the explanatory critique starts with a negative assessment of existing social practices to expose the ideologies, systems of false beliefs and constraining structures that underlie them and which are in effect oppressive, exploitive and alienating (Bhaskar, 1986; see also Benson, 1977; Sayer, 2000). In this respect, the explanatory critique is counterfactual in that it aims to go beyond appearances or what is commonly accepted as fact in order to contradict those appearances and expose the real reasons, motives or intentions that underlie social practices – a capacity of critical science which, according to Marx, makes it necessary since ‘without the contradiction between appearance and reality, science would be redundant, and [one] would go by appearances’ (Collier, 1994, p.7). 

As one would expect, this negative critique is followed by a more positive one, where the investigator, ideally in collaboration with oppressed and ‘frustrated agents’, attempts to consider alternative social arrangements in which oppressive social structures are abolished and ‘unwanted sources of domination’ are removed in order to bring about the conditions for the possibility of human emancipation (Bhaskar, 1986, p.202). (The explanatory critique informs the analysis of empirical data – refer to Chapter Twelve, Section 12.6, p.210).

The notion of explanatory critique entails a creative yet objective approach to theory building which aims to transcend and transform practice, as indicated by the quote from Collier (1994) at the beginning of this chapter. Since it is felt that to paraphrase Collier’s defence of a critical realist approach to theorising would ruin its integrity, it is appropriate here to consider it in its integrality:






















Fig.3.7 Overview of Research Position
Ontology



















This study is underpinned by two key axiological concerns. The first has to do with methodological rigour, where an attempt was made to ensure a high level of congruence between the chosen methodology and the ontological and epistemological assumptions together with the espoused view of human nature (Ruona and Lynham, 2004) – which is a powerful reminder of the fact that what one studies determines the way one studies it (Bhaskar, 1998). 

The second concern has to do with a recognition of the subjective nature of the study and the personal humanistic values and emancipatory interests that went into both its design and conduct. However, these values and interests were not seen as problematic as long as they could be translated into a research commitment that met with the requirements of a PhD thesis – for, as pointed out by Bhaskar (1986), ‘subjectivity in the human sciences is not an obstacle … [since they] are necessarily non-neutral … predisposed by value and practical commitments’ (pp.169, 204).

3.6 Reflexivity: Significance of a CT-Enabled Expansion of CHRD



























Fig.3.8 Reflections on CT-Enabled Expansion of CHRD

Relevance to Field of Study

This exercise in theory building is of high relevance to the HRD field as it represents a prompt response to the call to further develop CHRD from a variety of critical perspectives (e.g. see Fenwick, 2004; Valentin, 2006). At the same time, it addresses the observation of the scant attention paid to CT as an effective line of inquiry, which can powerfully challenge dominant assumptions within the field (Stewart, 2005; Watkins, 1989; Woodall, 2005) – thus, providing an opportunity for a valuable addition to the literature.





The CT-enabled expansion of CHRD carried out in this study serves not only to reinforce the current conceptualisation of CHRD but also attaches, through the establishment of 12 key CHRD roles, new meanings to it, which would have otherwise remained tacit and inaccessible. As will be shown in Chapter Nine, the purpose of this exercise is to consolidate the theoretical bases of CHRD, enhance its emancipatory potential and develop a robust conceptual framework which can inform further CHRD research. Moreover, the CHRD model developed in Chapter Ten provides an enabling platform for the effective delivery of these 12 key CHRD roles and elicits thinking about the necessary conditions for sustainable CHRD practice.  





This theory building exercise can be criticised for being mono-perspectival, too narrow-focused, and impervious to other equally valid critical perspectives. The (arbitrary) choice of CT as the sole medium for CHRD’s expansion undeniably reflects subjective values and interests (which are accounted for under axiology above). But it also reflects a preference for critical depth (enabled by a narrow-focused approach to theory building) over broad-based, surface-level understandings which, given the resource constraints, would have been the inevitable outcome of a multi-perspectival approach. 
The fact that only a limited number of themes in CT (introduced in the next chapter) are applied to CHRD can lead readers to question the extent to which the key points raised in this study are representative of CT. However, it should be pointed out that the choice of these themes was not haphazard; they were purposively selected on the basis of their central importance in CT (Alvesson and Willmott, 1996) and of their high relevance to CHRD (Woodall, 2005). Moreover, they are sequenced in such a way so as to introduce some chronological order into the theory building exercise and provide it with a logical structure.

Regarding the criticism that may be levelled against this study for its imperviousness to other critical perspectives, it is important to underline the fact that although the meanings it attaches to CHRD are essentially derived from CT, such meanings are neither final nor are they closed to debate. In line with the research position adopted here (refer to Section 3.5, pp.56-58), this study promotes a view of CHRD as ‘conceptually open’ and inviting of complementary and contrasting critiques from other critical perspectives – in the form of, for example, a feminist critique which can effectively address CT’s predominantly masculine outlook and some of its gender-related blindspots (Benhabib, 1992) or a postmodern rebuttal which can offer a robust critique of CT’s ontological and epistemological assumptions and of its structured/designer approach to emancipatory change (Alvesson and Willmott, 1996). 





Taking a reflexive approach to the conceptual expansion of CHRD meant that the researcher had to critically reflect on his place in both the rationale (what exactly he was trying to do) and conduct (how he was going to do it) of this theoretical exercise. While the terms of the PhD studentship specified that the research had to be in HRD and thus provided the initial impetus for the study, the call from leading authors in the field to further develop the emerging concept of CHRD from a variety of critical perspectives was seen by the researcher as a unique opportunity to translate his long-standing interest in the critical paradigm (particularly the CT of the Frankfurt School and critical realism) into a viable research project – one that could at the same time meet the requirements of the research brief, address the urgent concerns of HRD experts, and make a substantial contribution to knowledge. 

In examining the current conceptualisation of CHRD, it became clear to the researcher that the theoretical issues and precepts of both the CT of the Frankfurt School and basic critical realism could be synthesised to not only consolidate the newly laid theoretical foundations of CHRD but also to expand its existing dimensions and lift it to a higher level of understanding, which would have otherwise remained inaccessible. In line with the dialectical mode of thinking and emancipatory interest endorsed by both CT and critical realism, it was therefore necessary to attach new meanings and responsibilities to CHRD that would not only preserve its existing conceptual integrity but also augment its emancipatory potential and increase its influence as a key paradigm within the HRD field – which led to the establishment of the 12 key CHRD roles detailed in Chapter Nine. 

In deciding on how to conduct the theoretical research, a primary concern was to integrate elements of the ‘pre-structured’ and the ‘unfolding’ in the research process in which reflexivity was an on-going feature (Punch, 2000). As previously explained, the conceptual expansion of CHRD was pre-structured in that it involved the purposive sampling of a set of central themes in CT, which  provided a robust conceptual framework for this exercise and served to delimit its boundaries, given the research constraints. It was, however, important to take a reflexive approach throughout this process, which meant in this case avoiding prematurely applying meanings derived from the central themes in CT and maintaining an open attitude, which Alvesson and Deetz (2000, p.114) describe as an ‘emergent research orientation’.

This emergent or ‘unfolding’ aspect of the research enabled the researcher to carefully reflect on the relevance and significance of the key theoretical issues derived from a reading of the purposively selected central themes in CT, parse them through the methodological concerns and precepts of critical realism and establish connections with other discrete notions – gaining in the process new insights into how to best select and apply them to CHRD so as, as mentioned above, to lift it to another level of understanding without destroying its existing conceptual integrity. This emergent approach can be found in Chapters 5-9, where carefully selected theoretical issues and concepts are expounded (in Chapters 5-8) before being systematically applied to CHRD (in  Chapter Nine). The CHRD model developed in Chapter Ten is also of the ‘emergent type’ in that its key components became clear to the researcher once he was able to gain a better sense of how the 12 key CHRD roles established in Chapter Nine could be delivered within an organisational setting and bring about the conditions for sustainable CHRD practice.






In detailing the methodology developed for a CT-enabled conceptual expansion of CHRD, this chapter has raised the following key issues:

First, attention was drawn to the interparadigmatic character of CT as one of its key features to explain how its emancipatory interest bridges across Burrell and Morgan’s (1979) four key sociological paradigms to account for both the cognitive and non-cognitive dimensions of human emancipation.

Second, the research position adopted in this study integrates the key features of CT and the key tenets of basic critical realism to include the following dimensions: (i) a realist ontology  in which organisational reality is viewed as pre-structured, complex and stratified, offering the possibility for ‘depth investigations, (ii) a constructionist epistemology in which knowledge is seen as a social product (and therefore fallible and subject to criticism and revision) and underpinned by an emancipatory interest, which accounts for both the cognitive and non-cognitive conditions for ‘full’ human emancipation, (iii) a transformational view of human nature which emphasises the interdependency of organisational structures and human agency and in which organisational structures are also seen as only ‘relatively enduring’ as they are reproduced and transformed by human agency and therefore subject to change, (iv) an approach to theory building rooted in a dialectical mode of thinking and a non-identity logic and which draws on techniques of creative modelling and metaphorical exploration to develop a theoretically-grounded and practically-oriented conceptualisation of  CHRD, and (v) an axiological concern with methodological rigour and the acknowledgement of subjectivity in the research process. The research position adopted here informs the conceptual expansion of CHRD in Chapter Nine and the development of the metaphorical model for sustainable CHRD practice in Chapter Ten. It is also revisited in Chapter Twelve, which develops the methodology for the empirical component of this study.

Finally, reflexivity was seen as a requirement in the critical sciences. It refers to the ability of scientific investigators to critically reflect on the outcomes of their investigation and on the significance of their contribution to their respective fields of study. In this case, the CT-enabled expansion of CHRD was assessed in terms of its relevance to the HRD field, the weight of its contribution, and its limitations as a mono-perspectival approach to theory building. The place of the researcher in both the rationale and conduct of the research was given due consideration.


















THE CT OF THE FRANKFURT SCHOOL:




So far, this study has examined the significance of the recent emergence of CHRD within the HRD field and provided a detailed account of the methodology developed to expand its existing conceptual dimensions via an unmediated approach to the CT of the Frankfurt School. This chapter takes the form of a narrative to enable an informed understanding of the historical background of the Frankfurt School. It also provides some useful insights into the wider context of the emergence and development of the four central themes in the works of its leading members, which are expounded in the next four chapters and systematically applied to CHRD in Chapter Nine.

The chapter starts by tracing the origins of the Frankfurt School back to the early 1920s to focus on the lives and works of its first and second generation leading members. It then considers the wide theoretical spectrum informing the CT of the Frankfurt School, drawing attention to the centrality of the project of human emancipation within it and to the pivotal turns – namely the idealistic and linguistic turns – that have ushered significant changes in its theoretical orientation and emancipatory agenda. Some of the main criticisms levelled at CT are also considered, in relation to its elitist nature, esoteric mode of expression and remoteness from the empirical field. 

The chapter proceeds with a discussion of ‘the character’ of the CT of the Frankfurt School with reference to the two great critical traditions (the Marxian and the Kantian) in which it is rooted, its overriding emancipatory aim, and its preferred methodology which is best summed up as anti-positivist, firmly anchored in a dialectical mode of thinking, and geared towards the achievement of its emancipatory aim. Finally, the chapter presents a synopsis of the four central themes mentioned above to give a flavour of the key themes and issues that they bring to the fore, before these are developed more fully in the next four chapters. The chapter concludes with a summary of the key issues raised. 


4.2	 The CT of the Frankfurt School







































The Frankfurt School was set up in 1923 under the title The Institut für Sozialforschung (The Institute for Social Research). After an initial period (1923-1929) under the directorship of Carl Grünberg, an avowed Marxist who placed a strong emphasis on a commitment to radical change, the Institute received new direction under the leadership of Max Horkheimer who assumed the role of director in 1931 (Held, 1980). Horkheimer, a philosopher and sociologist, surrounded himself with a band of illustrious intellectuals including the likes of Theodore Adorno (philosopher, sociologist and musicologist), Erich Fromm (psychoanalyst) and Herbert Marcuse (philosopher), who came to be referred to as the first generation members of the Frankfurt School (Held, 1991).

Horkheimer distanced the Frankfurt School from orthodox Marxism and revolutionary politics. This change in orientation was read as a knee-jerk response to the distressing events of the times, notably the defeat of left wing movements across Central and Southern Europe, the perversion of Marxist principles under Stalin, and the rise of fascism and anti-Semitism in Germany which, for the many Jewish members of the Frankfurt School, posed a serious threat and led to the closing down of the Institute by the Nazis in 1933 ‘for tendencies hostile to the state’ (Jay, 1973, p.29). 

Forced into exile, the Frankfurt School was relocated in the United States, first to New York where it was affiliated with Columbia University and then to California in 1941. As remarked by Carr (2000, pp.208-9), it was ‘a little ironic’ that a circle of leftist thinkers found safe haven in the United States, the ‘heartland of capitalism’, which was the primary target of their critique. Unsurprisingly, there was a ‘conscious toning down of radicalism’ in the School’s publications which, as suggested by Held, was the result of the need to adjust to a new social reality or simply of the ‘fear of political harassment and deportation’ (1980, p.37).

In 1953 the Institute was re-established in Frankfurt where Adorno and Horkheimer became its intellectual pillars in post-war Germany and significantly contributed to a resurgence of interest in CT although they still ‘shunned affirmative, political participation’ (Buck-Morss, 1977, p.x). Their reluctance to engage with radical politics and revolutionary praxis was met with severe criticism, reminding of the dilemma faced by intellectual radicals when it came to finding a middle path between the ‘Scylla of unquestioning solidarity’ with the popular forces for change and the ‘Charybdis of wilful independence’ upon which rests the integrity of their beliefs and the standards of their theoretical works (Jay, 1973, p.xv). 

In May 1969, with Horkheimer already retired, Adorno came under intense pressure for failing to support the revolutionary goals of German students. Inspired by the protests of students and workers in Paris in May 1968, students in Frankfurt had entered their own ‘phase of counterculture’ and attacked Adorno for hiding behind a ‘revolutionary theory [that] seemed to leave no space for revolutionary praxis’, who in turn rebuked them for their ‘impatience with the theory’ and their ‘anarchist tactics’ (Buck-Morss, 1977, p.x).

It was in Marcuse (especially through his key works Eros and Civilisation and One-Dimensional Man published respectively in 1956 and 1964) that many found some degree of support. His optimism regarding emancipatory possibilities, his non-puritanical outlook on sexuality and his unambiguous commitment to political struggle and radical change resonated deeply with the younger generation of the 1960s. He soon became the popular voice of the New Left and helped ease the complex ideas of the Frankfurt School into the public domain. 





The second generation of the Institute came of age in the early 1970s with Jürgen Habermas as its most eminent member, to whom no one within that particular period compares in stature and influence. Although the links between Habermas and the Frankfurt School can be traced to the late 1950s (when he was ‘radicalised’ under the influence of Adorno and Horkeimer), he is technically a second generation member especially because of the distinctive character his work took on when he moved to Starnberg in 1971 and became the director of the Max Planck Institute (Outhwaite, 1991). 

While in Starnberg, Habermas led a band of outstanding sociologists in a direction that pulled away from the writings of the first generation of the Frankfurt School as he felt that CT had lost its plausibility and considerably weakened the emancipatory impulse it had inherited from Marxism. He embarked on a project aimed at the reconstruction of CT, which in 1981 culminated in the publication of his Theory of Communicative Action.

Habermas’s work has received the highest praise and transcends the boundaries of the Frankfurt School to address ‘the most pressing intellectual and practical concerns of the contemporary world’ (Outhwaite, 1996, p.4). While generally seen as more of a thinker than an activist, he is nevertheless an engaged intellectual ‘intervening in political issues when something, as he often puts it, irritates him’ and has very often acted ‘as the intellectual conscience’ of post-war Germany (Outhwaite, 1996, p.5). He is also well known for his confrontations with postmodernism which he severely criticised for its excessive pessimism, misdirected radicalisms, and nihilistic intentions which annul the ‘real’ possibility for human emancipation (Anderson, 2000; Kellner, 1993). It is thus with good reason that he is regarded as the most influential (and perhaps most controversial) philosopher of his generation and, arguably, of the whole Frankfurt School.

4.4 Theoretical Spectrum 





Once Horkheimer took over the directorship of the Frankfurt School, he attempted to seal the departure of CT from orthodox Marxism (which advocates a materialist, revolutionary approach to radical change with the proletariat as its concrete agent) to reaffirm its roots in German Idealism in Hegel and Kant (which upholds the influence of ideas and consciousness on social life and the critical role of the thinking subject) (Rasmussen, 1996). According to Horkheimer, the course of human emancipation would start at the level of consciousness – typical of the Hegelian conception of freedom from slavery, where through a revision of consciousness, the slave ‘transforms his or her identity … and thus becomes something other than a slave’ (Held, 1980, p.12). Following this idealist turn, the Frankfurt School placed the thinking and knowing subject at the centre of emancipatory change which would thus start with a revolution of consciousness and which, as discussed in the previous chapter, remains one of CT’s distinctive features (Jay, 1973; Rasmussen, 1996). 





Habermas’s reconstruction of CT is often referred to as the linguistic turn since it relocates CT’s project of human emancipation in a ‘philosophy of language’ and under the guiding principle of discourse (Held, 1980). What prompted such an endeavour was the realisation that the CT of the founders of the Frankfurt School had (i) turned into a ‘quasi-metaphysical’ critique of society and lost its emancipatory thrust (which could be interpreted as an outcome of its departure from orthodox Marxism and revolutionary politics) and (ii) that it still lacked the normative basis for the possibility of self-emancipation which requires the involvement of social actors concerned. As such, CT seemed to have become ‘little more than a pretentious kind of moralizing (sic)’ by an elite group of intellectuals who took upon themselves the responsibility to ‘tell’ the rest of humanity how they should live their lives and what they should aspire to (Alvesson and Wilmott, 1996, p.73; Anderson, 2000). 

Drawing from a bewildering array of concepts, Habermas undertook a discursive reconstruction of CT (with his Theory of Communicative Action as the centrepiece of this exercise), placing its project of human emancipation under the principle of discourse as the predominant moment of the emancipatory process – where he considers the possibility of an ideal speech situation in which language is not only a means of unconstrained communication through which goal-directed action can be coordinated, but also holds together a contextually-specific network of social structures and relationships within which social actors can access the required discursive and material resources in order to self-emancipate and contribute to the emancipation of others (Habermas, 1984, 1987a; McCarthy, 1984).

By grounding CT’s project of human emancipation ‘in the very structure of social action and language’ (Held, 1980, p.256), Habermas turns it into a ‘concrete’ possibility for full human emancipation borne out of the dynamic structure-agency relations. In the same breath, he exposes the limitations of the idealist conception of human emancipation which uncritically assumes that a revision of consciousness is automatically followed by a revision of structures. Moreover, he provides CT with a strong normative basis where the moral validation of social action is not arbitrary and elitist but inclusive, self-critical, and intersubjectively conducted.





As previously mentioned (refer to Chapter 2, Section 2.4, p.30), the CT of the Frankfurt School is couched in a language which, despite its great elegance and finesse, remains highly complex, at times esoteric, and more often than not, unappealing to the wider audiences (e.g. see Gibson, 1986; Grey, 1996; Prasad and Caproni, 1997) - which explains in part its unenthusiastic reception by traditional theorists and intellectual gatekeepers who, accustomed to more conventional wisdom and modes of thinking, dismissed CT as pedantic, self-righteous, and mostly out of tune with ‘real’ life. Moreover, they were not too keen to embrace a theory which labelled them as ‘cretins’ for their uncritical acceptance of positivist science and its logic of domination. 

However, as explained by Piccone (1993, p. xiv), the deliberate choice by some of the members of the Frankfurt School of an ‘obscure mode of expression’ was not simply a ‘by-product of either the phenomena they chose to investigate or of their theoretical heritage’ but reflected a concern to develop a theory of emancipation that could withstand opposition and resist easy assimilation by positivist science and its logic of domination. 

Another major criticism that is usually laid at the door of CT is that it is in effect a theory spun from within the idealist ivory tower of a self-established elite group of intellectuals, which is removed from the empirical field and has no significant bearing on social life (e.g. see Alvesson and Wilmott, 1996). This criticism gained weight following the idealist turn when some of the members of the Frankfurt School placed what was perceived to be an undue emphasis on the role of critical reflection and human reasoning (which is all too often unreasonable) as the principal means to emancipation and were themselves reluctant to engage in practical politics. CT is still derided for representing a retreat from real life into theoretical reflection and for being good at ‘uniting theory and practice in theory only’ (Held, 1980, p.251; see also Alvesson and Deetz, 2000). 

However, it would be unfair not to point out that CT was never developed in a vacuum but has always been informed by key socio-historical events and developments which provided it with strong empirical evidence (e.g. see Studies in Prejudice which relates to the rise of the authoritarian state in Germany) (Held, 1980). Moreover, since Habermas’s reconstruction project, CT has attempted to provide its project of human emancipation with a context, bringing it (at least in theory) into the immediacy of social relationships and conflicts and into the crucible of practical politics. 

4.5 The Character of CT 









It is perhaps Horkheimer (1976) who, in his famous essay Traditional and Critical Theory (originally published in 1937), ‘sealed’ the overriding aim of CT as:

The emancipation of human beings from the circumstances that enslave them (p.219). 





The members of the Frankfurt School sought to develop a methodology that could effectively achieve CT’s emancipatory aim. As underlined by Horkheimer in his 1937 essay, CT had to resist the pressure exacted on social science to mirror natural science and conform to the positivist orientations that prevail within the latter. What critical theorists hold against positivism is not only its fetishism of facts and uncritical acceptance of the given, but even more so its necrophilic tendency to ‘transform the organic into the inorganic, to approach life mechanically’ and to reduce human beings to the state of things (as quantifiable objects of study), which puts a serious dent in the hope for their emancipation (Fromm, 1966, p.41).

There was therefore need for the Frankfurt School to reaffirm its Hegelian-Marxian heritage and promote a dialectical approach to social research. As discussed in Chapter Three (refer to Section 3.5, p.57), this endeavour involved a method of investigation that was essentially qualitative, non-positivist and that could enable a critical assessment of the existing social reality, guard against the ‘liquidation of humanity’ in positivism, and frame action towards more emancipatory social realities. Horkheimer (1993), in his essay The End of Reason (originally published in 1941), clearly made the connection between the Frankfurt School’s commitment to qualitative modes of inquiry and its emancipatory objectives. As he pointed out, the ‘less human beings think of reality in qualitative terms the more susceptible reality becomes to manipulation’ – hence, the more unlikely the possibility for human emancipation (ibid., p.31). 

However, it would be unfair to claim that, because of their commitment to qualitative research, the members of the Frankfurt School were unscientific – for, as reminded by Arato and Gebhardt (1993, p.372), they never sought to ‘bypass empirical evidence’ and expressed the need to ‘keep abreast of the most advanced positions in the various disciplines – both to use and to criticize them effectively’.

Another key feature of the Frankfurt School’s dialectical approach to social inquiry that needs elaboration here is its defence of a non-identity logic, which had a significant bearing on its view of the relationship between theory and practice. While members of the Frankfurt School entertained the Marxian precept of the need to preserve the unity between theory and practice, they clearly underlined the distinction between the two. As in critical realism, they saw theory as a perspectival product of the human mind, carrying subjective values and ideological commitments and capable of projecting an ideal representation of reality (Bhaskar, 1998; Jay, 1973). Thus, while theory is informed by practice it can, as bearer of ‘true consciousness’, run ahead of it and explore the unfulfilled potentialities of the existing social order. As Marcuse elegantly explains:

Theory … again not only anticipates political practice, runs ahead of it, but also upholds the objectives of liberation in the face of a failing practice. In this function, theory becomes again ideology – not as false consciousness, but as conscious distance and dissociation from, even opposition to, the repressive reality (1964, cited in Held, 1980, p.37, emphasis added).

Conscious of its own ideological import and normative standards as a reflective social science, CT, unlike positivism, does not attempt to mirror reality but to confront it with an ideal. In so doing, it highlights the possibility for theoretical elucidations that make practical sense and that can ‘abolish some of the coercion’ experienced by human beings and bring them ‘closer to optimal conditions’ for full emancipation (Geuss, 1981, p.54) – which harks back to Marx’s oft-quoted eleventh thesis on Feuerbach, ‘philosophers have always interpreted the world, the point is to change it’ (1845, cited in Osborne, 2005, p.23).

In light of the above discussion, CT can be ‘talked about’ in broad terms as:

A particular form of non-dogmatic, self-reflective social theory that involves a critique of ideology located in a dialectical mode of analysis and geared towards emancipatory change. As such, it aims to produce a type of knowledge that seeks to achieve its emancipatory objectives whilst demonstrating an ability to validate its own critical and normative standards (Drawn from Arato and Gebhart, 1993; Carr, 2000; Geuss, 1981; Habermas, 1987b; Held, 1980; Outhwaite, 1991; Piccone, 1993). 

4.6 Synopsis of Central Themes in CT

This section outlines four central themes in CT, which are applied to CHRD and which are: The Dialectic of Enlightenment, One-Dimensional Man, The Critique of Technocracy, and Communicative Action. While to some extent overlapping, these themes are seen as of central importance in CT (i) because they embody the primary concerns of the members of the Frankfurt School, who used them as powerful metaphorical devices to conduct their social inquiries, and (ii) because of their relevance to organisational studies in that they provide access to the critical resources that can illuminate the prevalent modes of thought and behaviour within modern organisations and frame action to move them closer to more democratic and emancipatory working practices (Alvesson and Willmott, 1996).  

The Dialectic of Enlightenment

First published in 1944, the Dialectic of Enlightenment was jointly written by Adorno and Horkheimer and is seen by many as the magnum opus of the first generation of the Frankfurt School. A product of their wartime exile, the book is an explosive mix of philosophical insights, literary critique and sociological reflection that is used to answer the question which Adorno and Horkheimer (1997, p.xi) had set themselves, asking ‘why mankind instead of entering into a truly human condition, is sinking into a new kind of barbarism’.

The answer to this question is a searching assessment of the Enlightenment’s project of human emancipation, which comes to the brutal conclusion that the Enlightenment ‘was doomed to turn against itself and transform its quest for human emancipation into a system of universal oppression’ (Harvey, 1990, p.13) because it was always driven by the principle of domination – a regrettable fact which Adorno and Horkheimer refer to as the dialectic of Enlightenment. 





First published in 1964, One-Dimensional Man is perhaps the most significant and popular work of Marcuse and has been described as the ‘tendential fulfilment of the dialectic of Enlightenment’ since it attempts to show how the principle of domination had become stronger and widespread across the advanced industrial society (Piccone, 1993, p.xix). In it, Marcuse presents a ‘damning indictment’ of one-dimensional thinking which is characteristically uncritical, conformist and unable to transcend the existing social order, and which is seen as the inevitable outcome of the rise of consumerism and technological rationality – subtler forms of the principle of domination within advanced capitalism, which only serve to institutionalise a tradition of conformity, rob individuals of their ability to think critically, and deflect attention from the possibility for emancipatory change (Kellner, 1991). 

However, beyond this disturbing social critique lies the hope (typical of the Marcusean optimism) for the recapture of the Enlightenment’s project of human emancipation through the displacement of one-dimensional thinking by a dialectical mode of thinking which can effectively challenge existing social realities from ‘the perspective of higher possibilities’ and frame emancipatory change (ibid., p.xv).
The Critique of Technocracy

The critique of technocracy expounds the notion of technological rationality and charts the rise of a ‘technocratic consciousness’, which leads to the degeneration of technology into an instrument of domination and control. It is a recurrent theme in the works of the members of the Frankfurt School (e.g. Habermas, 1971; Horkheimer, 1974, originally published in 1947; Marcuse, 1993a, originally published in 1941), which take stock of the spread of technocratic rationality to more and more areas of social life. 
Following Habermas (1979), technocracy legitimates a form of social reality in which technology is portrayed as value-free, apolitical and above ethics – where it is used in a purely instrumental way to serve the interests of dominant groups (i.e. those in control of the forces of production and of technology itself) and to achieve their ends, which all too often are driven by the maximisation of performance and profit to the detriment of subordinate groups. Therefore, the aim of the Critique of Technocracy is to remove the ‘technological veil’ hiding the damaging effects of a technocratic consciousness and to denaturalise the use of technology as an instrument of exploitation and alienation (Marcuse, 1993a). 

The Theory of Communicative Action

First published in 1981 in German, Habermas’s (1984, 1987a) Theory of Communicative Action aims to stem the rise of technocracy within Western societies and to undertake a discursive reconstruction of the conditions for CT’s project of human emancipation which seemed to have been left in an impasse with the passing of the first generation of the Frankfurt School. In it, Habermas draws on the metaphors of the system and lifeworld to reinterpret the rise of technocracy as the colonisation of the lifeworld by the technocratic imperatives of the system. According to Habermas (ibid.), technocracy has overtaken the system which represents the domain of the impersonal forces of the economy and bureaucracy, and which now acts as a colonising force from above, permeating almost all the areas of the lifeworld – leading to the dissolution of communicative action, a form of free interpersonal interaction through which social actors can coordinate their actions based on mutual understanding and rational consensus. 





In introducing the CT of the Frankfurt School, this chapter has raised a number of key issues:

First, two major ‘turns’ were identified in the development of the CT of the Frankfurt School, which coincided with the coming into being of its first and second generations and which ushered significant changes in its theoretical orientation and emancipatory agenda. The first is referred to as the idealist turn, which placed an emphasis on a revision of consciousness as a trigger for emancipatory change. The second was termed the linguistic turn, which relocated the possibility for human emancipation under the guiding principle of free discourse.

Second, some of the major criticisms levelled at CT relate to its elitist nature and esoteric mode of expression (which was however a way to withstand opposition and easy assimilation) and to its remoteness from the empirical field (which, although to some extent justified, tends to downplay the importance the Frankfurt School attached to empirical evidence).

Third, since CT defies reductionist definitions that attempt to fix its meanings, it was seen more appropriate to talk about the character of CT in terms of its critical traditions (the Marxian and the Kantian), its overriding emancipatory aim and its preferred methodology, which is best described as anti-positivist and firmly rooted in a dialectical mode of thinking. 

Finally, the four themes in CT which are applied to CHRD were chosen because of their centrality in the works of the Frankfurt School and their relevance to organisational studies. These are the Dialectic of Enlightenment, One-Dimensional Man, the Critique of Technocracy, and the Theory of Communicative Action, which are reviewed in more depth in the following four chapters.
Chapter Five
THE DIALECTIC OF ENLIGHTENMENT:





This chapter sets out to expound the first of the four central themes in CT outlined in the preceding chapter. It presents a selective review of Adorno and Horkheimer’s (1997) Dialectic of Enlightenment, which contains a searching assessment of the Enlightenment’s project of human emancipation, taking a deadly aim at the paradox in which it is locked. First, the chapter provides a very brief introduction to the text, drawing attention to its primary purpose which, as a ‘diagnosis of the times’, is to trace the origins and development of the principle of domination underpinning Enlightenment thinking.  

Second, the chapter explains in considerable detail the meaning of the term ‘dialectic of Enlightenment’. In essence, the term refers to the way the Enlightenment becomes locked in a paradox where, because of its blind faith in the power of scientific reasoning, it transforms its project of human emancipation into an overwhelming instrument of domination – prompting Adorno and Horkheimer’s (ibid., p.xv) intimation regarding the need for the Enlightenment to critically examine itself if humankind is ‘not to be wholly betrayed’. 

Third, the chapter presents, in the next three sections, an in-depth examination of the principle of domination, which drives the Enlightenment to consider its various manifestations in the development of scientific knowledge, mimetic behaviour, instrumental reasoning and positivism, mainly by revisiting Adorno and Horkheimer’s philosophical excursus in Kant, de Sade and Nietzsche. 

Finally, the chapter considers the authors’ other key philosophical excursus in Homer’s Odyssey to show how it can be a useful point of entry for a psychoanalysis of the Enlightenment’s principle of domination and an exploration of its connections with modern organisations – providing valuable insights into the psyche of the instrumental subject and into the complex pattern of domination and its entanglement with the notion of autonomy. The chapter concludes with a summary of the key issues raised. 


5.2 A Diagnosis of the Times

As is often reminded, the Dialectic of Enlightenment  should be read as a ‘diagnosis of the times’, a fragmentary ‘thought experiment’ through which Adorno and Horkheimer attempt to trace the ascendancy of the Enlightenment’s principle of domination in the course of Western civilisation (Brunkhorst, 1996, p.313). They do so through two philosophical excursuses – the first, in Homer’s Odyssey which, according to the authors, is a prefiguration of the dialectic of Enlightenment, highlighting the mythic origins of its principle of domination, and the second, in Kant, de Sade, and Nietzsche, which considers its moral implications and the exacerbation of the principle of domination in instrumentalised subjective reasoning.  

These excursuses are followed by two essays, one of which is a working out of the logic of domination in the culture industry as an instrument of mass deception and control and the other an examination of the totalitarian expression of domination in fascism and anti-Semitism. The book closes with a set of notes and drafts which, according to Adorno and Horkheimer, are somewhat related to the foregoing analysis and offer a flavour of their subsequent works. While the notion of the culture industry is dealt with in the next chapter, this chapter focuses on Adorno and Horkheimer’s two philosophical excursuses which were deemed of greater relevance to this study and which are considered in reverse order for the sake of structure and clarity.

5.3 The Meaning of Dialectic of Enlightenment

The Disenchantment of the World

The Dialectic of Enlightenment opens with a rather grim evaluation of the Enlightenment:  

In the most general sense of progressive thought, the Enlightenment has always aimed at liberating men from fear and establishing their sovereignty. Yet the fully enlightened earth radiates disaster triumphant (Adorno and Horkheimer, 1997, p.3).  

The overriding aim of the Enlightenment (which came into focus in the eighteenth century) was always the emancipation of human beings. The idea was to use scientific knowledge and human reasoning as liberating tools to displace irrational belief systems rooted in myth, tradition and superstition, which keep human beings in fear and oppression in order to enable them to exercise their authority over nature and to establish themselves as the rightful rulers of the earth (Grayling, 2008). 
In fact, what the Enlightenment sought to achieve was the disenchantment of the world through scientific rationality – which, in the Weberian sense, meant a demystification and desacralisation of the world that would lead to beautiful consequences (Jay, 1973) – freedom from fear and superstition, the abolition of inequality and slavery, the enrichment of the quality of life, the perfection of humankind and the pursuit of happiness (Condorcet, 1995; Kramnick, 1995)





Adorno and Horkheimer pin down the reason for the failure of the Enlightenment in two short theses: 

Myth is already enlightenment; and enlightenment returns to myth (1997, p.xvi).

In claiming that ‘myth is already enlightenment’, Adorno and Horkheimer want to underline the fact that the Enlightenment shares with myth the desire to exploit reason to hold sway over nature, although in myth reason is rooted in pre-scientific understanding and superstition (Held, 1980). Moreover, the ‘enlightenment reverts to mythology’ because, in trying to disenchant the world and destroy myth, it places itself under the mythic cult of scientific rationality to which it unguardedly and uncritically ascribes absolute status and power (Micale and Dietle, 2000). Hence, ‘enlightenment with every step becomes more deeply engulfed in mythology… [and what] enlightenment upholds against mythic imagination is the principle of myth itself’ (Adorno and Horkheimer, 1997, p.12; see also Roderick, 1986). 

The Degeneration of the Project of Human Emancipation

In its compulsive reversal to myth through which it places a blind faith in the power of scientific rationality to free and empower human beings, the Enlightenment became guilty of promoting a form of purposive social action that is mostly utilitarian, cold, calculating – gutting itself, in the process, of its moral content and its emancipatory intent (Rasmussen, 1996). 

Therein lies the dialectic of Enlightenment: the Enlightenment ‘turn[s] against itself and transform[s] the quest for human emancipation into a system of universal oppression in the name of human liberation’ (Harvey, 1990, p.13). While holding the promise of human emancipation, the Enlightenment becomes an instrument of domination. It becomes locked in a paradox where it destroys as it creates, where it liberates in order to alienate, and where it replaces domination through myth with more absolute forms of domination through science. Rasmussen brilliantly summarises this ‘wicked twist’ of the dialectic of Enlightenment: 

Here dialectic circles back upon itself in such a manner that its subject, enlightenment, both illuminates and destroys … the circle is vicious: the greater enlightenment, the greater alienation. Magic, with its desire to control, in the pre-modern world is replaced by science, which has not only the same end but more effective means (1996, p.23).

Adorno and Horkheimer’s Petitio Principii

Even if the Enlightenment is self-destructive and betrayed its emancipatory intent, Adorno and Horkheimer lay claim to the fact that, at any rate, it still holds the key to human emancipation:

We are wholly convinced – and therein lies our petitio principii – that social freedom is inseparable from enlightened thought … if enlightenment does not accommodate reflection on this recidivist element [its reversal to myth], then it seals its own fate (1997, p.xiii; emphasis added).

Despite its reversal to myth, the Enlightenment still carries the seed of human emancipation. Following Adorno and Horkheimer’s intimation, there is need for the Enlightenment to critically examine itself if humankind is ‘not to be wholly betrayed’ (Adorno and Horkheimer, 1997, p.xv). This critical reflection would be carried out through what Adorno often referred to as Vernunft –  a faculty of the mind that goes beyond surface understanding and ‘mere appearances’ to penetrate a ‘deeper reality’ –  which can break the mythic spell of Enlightenment rationality and effectively redeem its project of human emancipation (Jay, 1973, p.60).





Adorno and Horkheimer draw on Francis Bacon to expose the principle of domination that drives the Enlightenment:

The concordance between the mind of man and the nature of things that he [Bacon] had in mind is patriarchal: the human mind, which overcomes superstition, is to hold sway over a disenchanted nature. Knowledge, which is power, knows no obstacles: neither in the enslavement of men nor in compliance with the world’s rulers (1997, p.4; emphasis added).

Bacon’s conception of scientific knowledge (which he equates with power) is posited on a patriarchal and nominalist view of the relationship between the human mind and nature: the human mind is to overcome superstition and develop knowledge of nature in order to dominate it (Micale and Dietle, 2000). This domination is indiscriminate in that it legitimates both the enslavement of human beings (who are assimilated into the disenchanted nature as objects of manipulation) and the oppressive practices of those in power. 





In order to provide further insight into the Enlightenment’s principle of domination, Adorno and Hokheimer set out to probe the primeval relationship between human beings and nature which they trace to pre-scientific systems of beliefs and knowledge grounded in myth and superstition: 

Only consciously contrived adaptation to nature brings nature under the control of the physically weaker. The ratio which supplants mimesis is not simply its counterpart. It is itself mimesis: mimesis unto death (1997, p.57).

When confronted with the overwhelming forces of nature, the primitive individual, as the physically weaker, resorted to witchcraft and magic. The frightening rituals and bloody sacrifices to gods and demons were less an act of desperation than an act of mimesis – the ‘re-enactment in ritual’ of the brute forces of nature as an attempt to appease and eventually control them (Held, 1980, p.156). Thus, through mimesis, the primitive individual consciously attempted to adapt themself to their external environment as an object of fear by becoming like it, in a bid to ensure their self-preservation and nourish their hope of domination over nature (Benhabib, 1996). 
For Adorno and Horkheimer, scientific rationality (ratio), with which the Enlightenment replaced mimesis, is no different. Scientific rationality shares with mimesis the same objectives of self-preservation and domination, even if they are achieved differently: in mimesis through ritual and sacrifice; in scientific rationality through formula and calculation. Whilst scientific rationality has at its disposal more powerful means (in science and technology), it retains the ‘mimetic impulse’ of self-preservation and domination – which, if not finally renounced, ‘will always lie in wait, ready to break out as a destructive force’ (Horkheimer, 1974, p.79). Thus, as underlined by Adorno and Horkheimer, scientific rationality which supplants mimesis is not simply its opposite – ‘it is itself mimesis: mimesis unto death’ (1997, p.57).

5.5 On Instrumental Reasoning

Instrumental reasoning can be construed as the principle of domination placed under the spell of purely subjective reason, freed from the constraints of prevailing norms and morals (Held, 1980).  It is Adorno and Horkheimer’s excursus in Kant, de Sade and Nietzsche which reveals its sinister quality.
Kant: Subjective Reasoning

To highlight the importance attached to subjective reasoning by the Enlightenment, Adorno and Horkheimer draw on Kant, one of its leading figures: 

Enlightenment, according to Kant, is “man’s emergence from his self-incurred immaturity. Immaturity is the inability to use one’s understanding without the guidance of another person. Understanding without the guidance of another person is understanding guided by reason (1997, p.81).

Kant celebrates the mature individual as one who has emerged from their self-imposed immaturity and has the resolve to use their understanding without external guidance. In fact, Kant’s (2009, p.1) exhortation ‘Sapere Aude! … Have the courage to use your own understanding!’ became the motto of the Enlightenment. This motto was soon adopted by other leading Enlightenment thinkers such as Diderot and Condorcet, who insisted that such courage should be applied to all domains of life (Grayling, 2008; Todorov, 2009). However, the allusion to Kant’s motto is used here by Adorno and Horkheimer as an ironic device to draw attention to his unguarded assumption about the natural predisposition of human beings to use their reasoning powers to always do what is morally good. 

As is so often the case, the autonomous individual, free from external guidance and moral constraints can, in adjudicating between competing interests, choose a form of action which is instrumentalised – i.e. which involves the ruthless calculation of means and the deliberate oppression of human beings. In other words, although adept at using their own understanding, the autonomous and ‘mature’ subject can deliberately subscribe to the principle of domination. As emphasised by Horkheimer (1974), subjective reason, which submits to the principle of domination, inevitably leads to an eclipse of reason; given free reign, it spirals into a reign of terror. 

De Sade: The Transvaluation of Values
 
The work of de Sade provides a gruesome portrayal of instrumental reasoning spinning out of control. Focusing on his Histoire de Juliette ou les Prosperités du Vice (The Tale of Juliette or Vice Amply Rewarded), Adorno and Horkheimer make the following comments about its main protagonist:

She [Juliette] is a proficient manipulator of the organ of rational thought … she wholly despises any form of worship whose rationality cannot be demonstrated … Her particular passion is to transform what has been damned … into something worth aspiring after, to transform what is acknowledged without evidence into the object of abomination – the transvaluation of values, the “courage to do what is forbidden” (1997, pp.95-97; emphasis added).

Juliette is the archetype of the instrumental subject. As the daughter of the Enlightenment, she has mastered the use of scientific rationality as an instrument of manipulation and abhors all things metaphysical (including moral laws), which in her eyes have no concrete basis. Totally free from external guidance and acting only in accordance with her own desires, she revels in demonising prevailing moral norms and values and in transforming what has been judged immoral into something laudable and worth pursuing. In so doing, she performs what, drawing from Nietzsche, Adorno and Horkheimer refer to as a transvaluation of all values – where vice becomes virtue, crime is an act of courage, self-interest is the only goal worth pursuing, and compassion is nothing more than a weakness to be overcome.

Hence, for the instrumental subject who has transvalued all values, the ideal world is one which is totalitarian, completely harnessed to the principle of domination, and in which beautiful consequences are the callous achievement of personal interests, the malevolent pleasure of inflicting pain and treating others as soulless objects of exploitation, and the guiltlessness of a conscience habituated to crime.

 Nietzsche: The Naturalisation of the Will to Power 

It is, however, Nietzsche’s malicious celebration of the will to power in the stronger individual which provides the unsettling ideological basis for instrumental reasoning:

… “To require of strength”, Nietzsche continues, “that it should not assert itself as strength, that it should not be a will to conquer, a will to overthrow, a will to be master, a thirst for enmity and resistance and triumph, is as senseless as to demand of weakness that it masquerade as strength” (Adorno and Horkheimer, 1997, p.98).

For Nietzsche, instrumental reasoning is but the expression of the will to power in the stronger individual. Both the strong and the weak are locked in a relationship which is regulated by the laws of nature from which they cannot escape. The strong will always dominate the weak and in so doing they merely exercise the rights that have been bestowed upon them by nature – to ask of them that they should think and act contrary to their ‘nature’ is asking the impossible. Likewise, it would make no sense to ask of the weak to pretend they are strong and escape their social role – for this would mean interfering with ‘an inequality prescribed by nature’s law’ (Adorno and Horkheimer, 1997, p.101). The weak, the unsuccessful, the unfortunate, and the disabled have no right to defend themselves, ‘they must perish … and they should even be helped on their way’ (ibid., p.97) – a particular brand of philanthropy which can often be discerned in the credo of eugenists, fascists, and other extremist groups of the same persuasion.  

5.6 The Enlightenment and Positivism

The Mathematisation of the World

Adorno and Horkheimer argue that it is on the back of positivism that the Enlightenment came to fulfilment – for positivism, with its compulsive drive to mathematise the world, provides a strong philosophical basis for the logic of domination which underpins Enlightenment thinking: 

On the road to modern science, men renounce any claim to meaning. They substitute formula for concept, rule and probability for cause and motive … number became the canon of the Enlightenment … To the Enlightenment, that which does not reduce to numbers, and ultimately to the one, becomes illusion; modern positivism writes it off as literature. Unity is the slogan from Parmenides to Russell (1997, pp.5-8).

For Adorno and Horkheimer, positivism, which the Enlightenment readily endorsed, is based on a deadly postulate: The only truth is the truth of numbers. The world is a world of facts, logical sequence and continuity ruled by numbers and formulae, reinforcing the Parmenidean view of reality as one – a complete, coherent whole governed by law-like regularities and tending towards perfect equilibrium. The only language that can effectively explain such a world is the language of mathematics, and to use ‘ordinary language’ to do so – which, according to Russell, ‘enshrines the savage superstitions of cannibals’ (Honderich, 1995, p.782) – is ‘no longer forbidden, but meaningless prattle’ (Adorno and Horkheimer, 1997, p.25).

In its worship of mathematics and disdain for words, positivism leads to a loss of meaning – closing off the possibility for intelligibly addressing moral issues and exposing unwanted sources of domination. Thus, in casting what Husserl (1970, cited in Held, 1980, p.167) described as an ‘ideational veil of mathematics’ over social reality, positivism is complicit in reproducing systems of domination; in renouncing the claim to meaning, it writes off philosophy – the teaching of morality and the meaning of the correct life – as dead.

Positivism as Reifying Science

By making ‘number’ the ‘canon of the Enlightenment’, positivism leads to the reification of human beings, turning them into neutral objects of study that can be readily subjected to the rule of computation and integrated into mathematical models for the sake of prediction and control (Craib, 1992; Lukács, 1971). Reification in positivism, however, does not stop with human beings but extends to the whole social world, giving it the mythical appearance of being totally independent of human agency. It is against such fallacy that Adorno used the analogy of ‘social world as second nature’ to explain how in positivism the social world is treated exactly as the natural world in which laws and phenomena are seen as beyond the influence of human beings (Buck-Morss, 1977, p.55).

Hence, in positivism as reifying science, human beings are mysteriously reduced to the state of spiritless and powerless objects within a frozen social reality in which potential sources of domination are beyond their control; a reality in which the principle of domination is naturalised and human agency is brought to nought. 

5.7 Homer’s Odyssey: A Psychoanalysis of Enlightenment Rationality 

It is appropriate at this point to briefly consider Adorno and Horkheimer’s philosophical excursus in Homer’s Odyssey as it provides a useful point of entry for a psychoanalysis of the Enlightenment’s principle of domination and an exploration of its connection with modern organisations. Following Fromm (1993, p.480), psychoanalysis is understood here as the process of investigating both the ‘active and passive adaptation’ of human beings to their external environment in a bid to satisfy their instinctual drives – in this case, those of self-preservation and domination. 
According to Adorno and Horkheimer, Homer’s Odyssey is a prefiguration of the dialectic of Enlightenment, one of the earliest representations of the transformation of enlightened reason into an overwhelming instrument of domination. The tale’s plot is woven around the central themes of domination and exploitation, repression and sacrifice, self-preservation and autonomy, as it recounts the incessant struggle of human beings against the brute forces of nature and the constitution of the ‘instrumental subject’, which emerges from this struggle.

The Psyche of the Instrumental Subject

Odysseus, king of Ithaca, is the tale’s main protagonist. He is the archetype of the picaresque hero, an endearing but ruthless seafarer who, together with his crewmen, has to confront the numerous dangers and temptations on his voyage from Troy to his homeland. These dangers and temptations take the form of mythic figures of compulsion, the embodiment of the multifarious and brute forces of nature, which are locked in a repetitive act of deceit and destruction. 

Between Odysseus and his homecoming, stand the likes of the Lotus Eaters whose fruit sends the eater into a narcotic state of forgetfulness and dreamy vegetation, Circe, the beautiful goddess who has the power to transform people into animals, the Sirens whose enchanting song results in the death of its listeners, Polyphemus the Cyclop, a lawless, dim-witted human flesh eater, and Scylla and Charybdis, merciless monsters who have a claim on the lives of all those passing between them. 

Each encounter with the mythic figures represents a stage of enlightenment where Odysseus uses the knowledge gained into the nature of the mythic figure in order to overcome it or bring it under his control; and each stage of enlightenment signals the enthronement of instrumental reasoning through which he learns how to use calculating rationality, callously counting his gains and losses and treating others only as a means to an end in order to ensure his own survival, complete his journey back home, and regain possession of his kingdom.

He has no qualms about snatching his indolent crewmen from the Lotus Eaters and dragging them back to the galleys against their will; he sleeps with Circe only after extracting from her the promise of restoring his men (who she had previously transformed into animals) to their original state; he fills the ears of his men with wax to insulate them from the Sirens’ enchantment and has himself tied to the mast of his ship so that he can still listen to the beauty of their song without being taken away; he offers Polyphemus wine – an excellent accompaniment to human flesh – and then blinds the drunken Cyclop to increase his chances of escape; and he deliberately steers his ship between Scylla and Charybdis to hasten his homecoming, stoically watching the monsters rip apart some of his crewmen. 

It is in the process of battling the forces of nature embodied in the mythic figures that Odysseus constitutes his identity as the instrumental subject, bent on self-preservation and domination. An identity which originates in mimesis – for, as previously discussed, it is through active adaptation to his external environment and by becoming like the mythic figures he encounters that Odysseus ensures his own survival and achieves mastery over nature (Benhabib, 1996). Also, he finds in this process of adaptation to his external environment and self-tutelage in the art of instrumental reasoning, the justification for exercising total control over the lives of his men and for harnessing all their energies to the achievement of his own personal objectives and interests. 

Thus, the tale of Odysseus bears witness to how the external environment ‘exerts a formative influence on the psyche of the individual’, and to how it can be turned into ideology via the instinctual drives of the instrumental subject for self preservation and domination (Fromm, 1993, p.486). 

The Encounter with the Sirens: The Archetype of the Modern Entrepreneur

The episode with the Sirens is particularly illuminating in that it provides a valuable psychoanalytical insight into the principle of domination and clinches its connections with modern organisations. It is fitting therefore to consider it in some detail:

But the allurement of the Sirens remains superior; no one who hears their song can escape … He [Odysseus] knows only two possible ways of escape. One he prescribes for his men. He plugs their ears with wax, and they must row with all their strength … despite their closeness to things [they] cannot enjoy their labor (sic) because it is performed under pressure, in desperation, with senses stopped by force … The oarsmen who cannot speak to each other, are each of them yoked in the same rhythm as the modern worker … The other possibility Odysseus the seigneur … reserves for himself … He listens, but while bound impotently to the mast; the greater the temptation the more he has his bonds tightened … What Odysseus hears is without consequence for him; he is able only to nod his head as a sign to be set free from his bonds; but it is too late; his men, who do not listen, know only the song’s danger but nothing of its beauty, and leave him at the mast in order to save him and themselves (Adorno and Horkheimer, 1997, pp.34-36).

Odysseus devises a twofold strategy to listen to the Sirens’ song and experience its beauty without facing its dire consequences. As the grand seigneur (the great lord who can be identified throughout Western civilisation in the slave owner, the feudal master and the modern autocratic proprietor), he arbitrarily organises the labour of his crew, exercising control over their mind and body and requiring from them total self-repression and a complete surrender of their autonomy. Here, Odysseus already embodies the type homo economicus who exploits all the resources (including human resources) at his disposal in the most efficient way to pursue his interests and achieve his ends. He is the archetype of the typical bourgeois individual, the quintessential modern entrepreneur who finds in the economic conditions and the implacable forces of the market, the right to oppress and exploit those they govern. 

As such, Odysseus is the originator of an anti-dialogical reality in which all channels of communication are cut off and ‘domination … [is] not even experienced as domination’ (Whitebook, 1996, p.290) but perceived as an overriding necessity which is closed to discussion. Despite their physical involvement in the task at hand, Odysseus’s crewmen cannot enjoy their labour because they have neither say nor interest in it. If Odysseus embodies the type homo economicus, his crewmen embody that of the animal laborans (beast of burden). Like modern workers still trapped within the Taylorist/Fordist paradigm, the ship is their assembly line; they have to function in a structured, machine-like manner, to concentrate fully on a deskilled, routinised task, which is carried out under intense pressure and under the panoptic gaze of their master. Reduced to the state of inorganic objects and completely isolated from each other, they operate under the performance principle which is located in a mode of absolute domination (Bernstein, 1991). 

The Complex Pattern of Domination

The other key feature of his escape strategy concerns Odysseus himself. In order to listen to the Siren’s song yet still survive the experience, Odysseus has himself tied to the mast of his ship and his bonds tightened with the growing intensity of the song’s allurement. As the temptation becomes unbearable, Odysseus’s inarticulate request to be set free in order to lose himself in it is ignored by his men who, unable to understand him, can but row frantically, with all their might, so as to leave the danger zone as quickly as possible and save him and themselves. 

The image of Odysseus tied to the mast of his ship is instructive of the complex pattern of the principle of domination. In grappling with the dominating forces of nature (embodied here in the Sirens), Odysseus becomes an instrument of domination. However, this domination is not only exercised on others but also on himself. He learns how to subjugate himself to the forces of nature, sacrifice his freedom, and repress his impatience in order to achieve his objectives. Odysseus, the oppressor who cannot escape the role pressed upon him by the dominating forces of nature, reproduces hundredfold his own oppression in the lives of those who serve him. He secures a degree of personal autonomy by sacrificing that of his men and he succeeds in pursuing his interests by totally ignoring theirs. 

Thus, the image of Odysseus as a dominant figure is but the glamorous flip side of self-repression; the dominating force he commands involves a complex pattern of domination by external nature, by other human beings and by self (Benhabib, 1996). In his Five Lectures, Marcuse elaborates on this threefold pattern of domination and its entanglement with the notion of autonomy, with which it bears an inverse relationship: 

Domination can be exercised by men, by nature, by things – it can also be internal, exercised by the individual on himself, and appear in the form of autonomy (1970, pp.1-2).






The selective review of the Dialectic of Enlightenment carried out above has raised the following key issues:

First, the term dialectic of Enlightenment is used by Adorno and Horkheimer to draw attention to the self-destructive tendency of the Enlightenment – where, because of its blind faith in human reasoning powers and scientific knowledge, the Enlightenment turns against itself and transforms its project of human emancipation into an overwhelming instrument of domination. However, for Adorno and Horkheimer, this self-destructive tendency can be reversed through vernunft – a form of critical reflection that goes beyond surface understandings or mere appearances and that can effectively uncover the deeper reasons behind the Enlightenment’s betrayal of its project of human emancipation with a view to redeeming it.

Second, demonstrating themselves a formidable mastery of vernunft, Adorno and Horkheimer embark on two philosophical excursuses – one in Kant, de Sade and Nietzsche, and the other in Homer’s Odyssey – to expose the primary reason behind the dialectic of Enlightenment: the Enlightenment’s project of human emancipation was doomed because it was always driven by the principle of domination. 

Finally, the philosophical excursus in Kant, de Sade and Nietzsche is used by the authors to unpick the principle of domination driving Enlightenment thinking, shedding light on its various manifestations in the development of scientific knowledge, instrumental reasoning, mimetic behaviour and positivism; while Homer’s Odyssey provides them with a point of entry for a psychoanalysis of the principle of domination, enabling valuable insights into the psyche of the instrumental subject and foregrounding key themes such as self-preservation, exploitation and autonomy. 

The key notions and themes highlighted in this section are deemed of particular relevance to CHRD (especially in view of its commitment to ‘denaturalisation’ and emancipatory intent) and inform the expansion of the concept in Chapter Nine. The next chapter focuses on Marcuse’s One-Dimensional Man, which re-engages with some of the prominent themes in the works of the Frankfurt School such as consumerism, positivism and dialectical thinking.
Chapter Six
ONE-DIMENSIONAL MAN:




This chapter takes the same line of approach as that adopted for the Dialectic of Enlightenment to present a selective review of Marcuse’s (1991, originally published in 1964) One-Dimensional Man. The text contains a damning indictment of the one-dimensional mode of thinking prevalent across advanced capitalist societies, which are cast as uncritical, conformist, and unable to transcend the existing social order. As such, the One-Dimensional Man re-engages with some of the most important themes in the works of the Frankfurt School, notably consumerism and mass culture, positivism and dialectical thinking.

First, the chapter provides a brief introduction to the One-Dimensional Man to highlight its popularity as a practically-oriented social theory, outline its structure, and explain the different ways in which it can be interpreted. Second, the chapter homes in on Marcuse’s critique of consumerism and mass culture. Consumerism is sustained by the creation and satisfaction of ‘false’ needs, which tend to lock individuals into a one-dimensional mode of thought, depriving them of their right to address their ‘true’ needs. Mass culture refers to the commodification of ‘higher culture’ (with the advertising industry as an enabling mechanism), which strips it of its educational value and emancipatory potential. For Marcuse, consumerism and mass culture are totalitarian in effect. They inevitably lead to a one-dimensional society in which the possibility for self-emancipation is annulled. 

Third, the chapter concerns itself with Marcuse’s critique of positivism, which he contrasts with dialectical thinking. In endorsing an identity logic and an ontology of being, positivism attempts to mirror reality and works towards the preservation of the current social order, and is dismissed by Marcuse as one-dimensional philosophy. Contra positivism, dialectical thinking promotes a non-identity logic and an ontology of becoming. Hence, it not only resists attempts to mirror the existing social reality but also seeks to effectively transcend its internal contradictions and inadequacies in order to frame change efforts towards a more emancipatory social order – and is thus described by Marcuse as multi-dimensional philosophy. The chapter concludes with a summary of key issues raised. 

 6.2 A Call to Arms

One Dimensional Man is one of the most popular works of Marcuse. As previously mentioned, it has been described as the ‘tendential fulfilment of the dialectic of Enlightenment’ (Piccone, 1993, p.xix) in its attempt to chart the spread of the Enlightenment’s principle of domination in more subtle yet more powerful forms across the advanced industrial society. When it was first published in 1964, it ‘struck a chord’ with the emerging New Left and the libertarian counter-culture of the 1960s – a generation of young radical intellectuals, environmentalists, and other feminist, gay and peace activists who were the disillusioned witnesses of the way Western society had become all too accommodating of its own superficiality, fake liberalism and insipid materialism (Alvesson and Willmott, 1996). 

Perhaps the main reason for its popularity is that, unlike Adorno and Horkheimer’s Dialectic of Enlightenment which is a highbrow and rather esoteric philosophical and psychological critique of Western civilisation, Marcuse’s One Dimensional Man comes across as a more concrete, practically-committed theory of  advanced industrial societies and is, as a result, more appealing to wider audiences – a distinction which reflects the two central tendencies within the Frankfurt School (Buck-Morss, 1977). 

Drawing from Marxist theory, the CT of the Frankfurt School, and French and American social theories, the text consists of three main parts. Part I – One Dimensional Society, presents a searing critique of the ‘advanced industrial society’, drawing attention to its ‘advanced state of conformity’ sustained by new forms of control and repression (Kellner, 1991, p.xii). Part II – One-Dimensional Thought, explains the notion of one-dimensionality with a focus on technological rationality and positivism as vehicles of one dimensional thought. Part III – The Chance of the Alternatives, is a call to arms, an invitation to draw on the powers of dialectical thinking to consider alternative social arrangements which can effectively negate one-dimensional thought and offer a ‘greater chance for the pacification of existence … [and for] the free development of human needs and faculties’ (Marcuse, 1991, p.225). 

As reminded by Kellner (1991), there are two ways to interpret One Dimensional Man: one is to see it as a ‘monolithic’, ‘global, totalizing theory’ of a conformist society that eliminates all forms of ‘individuality, dissent, and opposition’; the other more moderate way, following Marcuse himself, is to use it as an adjective to describe ‘deficient conditions’ across societies, which perpetuate uncritical and conformist modes of thought and annul the possibility for human emancipation (p.xxvi). Marcuse’s analysis of such ‘deficient conditions’ unpicks themes such as consumerism, mass culture, technological rationality, positivism and dialectical thinking, which were given primacy in the works of the Frankfurt School. While technological rationality is discussed in Chapter Seven, this chapter focuses on the following themes: consumerism and mass culture, and positivism v. dialectical thinking. 

6.3 Consumerism and Mass Culture 

Consumerism and the Creation of False Needs

Marcuse’s critique of consumerism is directed at the creation of false needs (as opposed to true ones) within advanced industrial societies. False needs are best explained in Marcuse’s own words:

We may distinguish both true and false needs. “False” are those which are superimposed upon the individual by particular social interests in his repression: the needs which perpetuate toil, aggressiveness, misery, and injustice. Their satisfaction might be most gratifying to the individual but … the result is euphoria in unhappiness. Most of the prevailing needs to relax, to have fun, to behave and consume in accordance with the advertisements, to love and hate what others love and hate, belong to this category of false needs (1991, p.7).

While true needs are those determined by the autonomous individual free from manipulation and indoctrination, false needs are those that are imposed upon them by external agents who profit from the satisfaction of those false needs. No matter how gratifying, the satisfaction of false needs remains a form of repressed satisfaction – for, as individuals are conditioned to satisfy needs which are not really their own, they have to suppress those which are; as they succumb to the ploys of the advertising industry and consume accordingly, they sacrifice their own interests to the interests of those in control of mass media and large-scale production systems; and, as they mould their tastes and preferences ‘to love and hate what others love and hate’, they relinquish their individuality and their right to be (Marcuse, 1991, p.7). 

The conditioning power of the mass media and large-scale production systems does not only shape inconsequential matters of taste and preference but, in so doing, highjacks the individual’s spiritual, intellectual and emotional capabilities: 

… if the individuals are pre-conditioned so that the satisfying of goods also include thoughts, feelings, aspirations, why should they wish to think, feel, and imagine for themselves? True, the material and mental commodities offered may be bad, wasteful, rubbish – but Geist [spiritual needs] and knowledge are no telling arguments against [the] satisfaction of [false] needs (Marcuse, 1991, p.53; emphasis added).

The mind-numbing and deceptive euphoria resulting from the satisfaction of false needs tends to lock individuals into a one-dimensional mode of thought, which renders them unable to achieve a true sense of self and to develop an understanding of their ‘true’ spiritual and intellectual needs – which give way all too easily in the face of commodities pushed by the invisible hand of the market, however ‘bad, wasteful, rubbish’ these might be (Marcuse, 1991, p.53).  

Mass Culture and the Cynical Character of Advertising

For Marcuse, the mass media and productive apparatus have extended their tentacles to ‘higher culture’, which is now fully integrated into the market and bears the stamp of consumerism. This ‘massification’ (or commodifcation) of higher culture involves the mass production, distribution and consumption of various cultural forms – whether derived from art, politics, religion, music or philosophy, which not only dilute their artistic value but also destroys their emancipatory potential, the implications of which is adroitly scaled by Marcuse in One Dimensional Man:

[Human beings have] betrayed the hope and destroyed the truth which were preserved in the sublimations of higher culture. To be sure, the higher culture was always in contradiction with social reality … This liquidation of … culture takes place not through the denial and rejection of the “cultural values”, but through their wholesale incorporation into the established order, through their reproduction and display on a massive scale … Higher culture becomes part of the material culture. In this transformation, it loses the greater part of its truth (1991, pp.60-61).  
Higher culture, especially in the form of autonomous and avant-garde art, possesses a non-identical character which stands in contradiction with the existing social order. This is because it is not ‘premised on commodity production’ and, as such, it can ‘escape the utility and instrumentality’ of the consumerist society and retain the capacity to be used as an educational and political tool to facilitate critical reflection and transcend the status quo (Bernstein, 1991, p.10; see also Brunkhorst, 1996). However, the massification of culture results in its total absorption into the productive apparatus, where it is not openly resisted but unceremoniously brought under the logic of consumerism and profit maximisation, losing in the process the ‘greater part of its truth’ (Marcuse, 1991, p.61) – i.e. its capacity to frame emancipatory change.

Marcuse’s critique of mass culture has its roots in the notion of the culture industry (first explained by Adorno and Horkheimer in Dialectic of Enlightenment and later clarified by Adorno in the 1960s in a collection of essays), which sheds further light onto its motives and draws attention to the cynical character of the advertising industry as its enabling mechanism. As underlined by Adorno (1991, p.98), while the culture industry (or mass culture) does not ‘arise spontaneously from the masses themselves’ (since it does not reflect their genuine needs), they constitute its primary target. The culture industry churns out products for mass consumption, not out of a duty of care for the masses, but in order to preserve the mercantile interests of those who control it. It obeys ‘the same rules of production as any other producer of commodities … openly and defiantly’ dilutes, standardises and reproduces ad nauseum cultural forms, irrespective of the quality of their content or their educational and moral value (Bernstein, 1991, p.9).

The advertising industry can be viewed as the ‘elixir of life’ of mass culture (Adorno and Horkheimer, 1997, p.162). It acts as both an enabling mechanism and a ‘blocking device’ through which all commodities have to pass if they are not to be treated as ‘economically suspect’ (ibid.). Marcuse draws attention to the cynicism embedded within the mechanics of advertising that contribute to the ‘liquidation’ of higher culture: 

… people know or feel that advertisements … must not be necessarily true or right, and yet hear and read them and even let themselves be guided by them … If mass communications blend together harmoniously, and often unnoticeably, art, politics, religion, and philosophy, they bring these realms of culture to their common denominator – the commodity form … Exchange value, not truth value counts (1991, pp.60-61).

The success of the advertising industry is not really dependent on its ability to deceive consumers or abuse their naiveté. On the one hand, the aim of advertising is not to be believed but to sell by banking on the propaganda value of mass communications. On the other hand, consumers are not necessarily blind to the ‘phoniness’ and manipulating tactics of advertisements but deliberately buy into the cynicism of the advertising industry in that they ‘feel compelled to buy and use its products even though they see through them’ (Adorno and Hokheimer, 1997, p.167). 

It is this deep-rooted cynicism on both the supply and demand sides of the market which leads to the large-scale ‘liquidation’ of culture – whereby culture is commodified and reduced to its exchange value (i.e. its capacity to generate profits) and stripped of its real use value (i.e. its capacity to emancipate). Thus, the triumph of mass culture and of the advertising industry as its enabling mechanism constitutes, in effect, a betrayal of the role of culture as the custodian of critical reflection and of the ideals of human emancipation (Bernstein, 1991).

The Institutionalisation of a Tradition of Conformity

Marcuse effectively distils the implications of consumerism and mass culture, which are totalitarian in effect:

Mass production and mass distribution claim the entire individual … The result is, not adjustment, but mimesis: an immediate identification of the individual with his society and, through it, with the society as a whole … Thus emerges a pattern of one-dimensional thought and behaviour in which ideas, aspirations, and objectives that, by their content, transcend the established universe of discourse and action are either repelled or reduced to terms of this universe (1991, pp.12-14).

In enjoining individuals to become ‘passive and unreflective consumers’ (Held, 1980, p.91), consumerism and mass culture lead to an erosion of true individuality, which in the end ‘claim[s] the entire individual’ (Marcuse, 1991, p.12). In fact, what is tolerated in consumerist societies is only a form of pseudo-individuality where the individual achieves a ‘false’ sense of identity by becoming, through mimetic behaviour, the mere reflection of the system of beliefs and values promoted by consumerism and mass culture. Thus, in consumerist societies, individuality has only a fictitious character as individuals pressured to conform unreservedly to the current social order and to ‘toe the line behind which stand the most powerful interests’ of those in control of mass media and of the forces of production (Adorno, 1991, p.105). 

The ultimate outcome of consumerism and mass culture is the institutionalisation of a tradition of conformity which enacts in a more subtle yet more potent form the Enlightenment’s principle of domination and which sustains a totalitarian, one-dimensional society – ‘an established universe of discourse and action’ (Marcuse, 1991, p.14) which impedes critical reflection, suppresses opposition, and deprives individuals of their right to develop a true sense of self and to self-emancipate (Adorno, 1991).

6.4 Positivism v. Dialectical Thinking

Positivism as One-dimensional Philosophy

Picking up one of the Frankfurt School’s favourite target for criticism, the One-Dimensional Man elicits further reflection about the nature of positivism and contrasts it with dialectical thinking. Positivism is cast as one-dimensional philosophy, the reasons for which are detailed by Marcuse:

… the term “positivism” has encompassed (1) the validation of cognitive thought by experience of facts; (2) the orientation of cognitive thought to the physical sciences as a model of certainty and exactness; (3) the belief that progress in knowledge depends on this orientation. Consequently, positivism is a struggle against all metaphysics, transcendentalism, and idealisms as obscurantist and regressive modes of thought … to the degree to which society becomes industrial and technological positivism finds in the society the medium for the realization (and validation) of its concepts – harmony between theory and practice, truth and facts (1991, pp.176). 

With the physical sciences as its epistemological model, positivism aims to report as faithfully as possible on a world of facts which, for it, form the (unproblematic) basis for the validation of scientific knowledge.  As such, positivism reifies, categorises, and subsumes everything under the concept whose validity is seen as dependent upon the extent to which it is ‘factually based’ and mirrors external reality – an approach to scientific investigation which is indiscriminately applied to both the natural and social sciences. 

In trying to mirror social reality and ‘pin it down’ as an object of study (for the sake of generalisation and prediction), positivism posits an ontology of being in which the existing social order seems to be transfixed and beyond human influence (Bohm 1983; Harvey, 1996). Consequently, positivism stands against all attempts to transcend and transform existing social realities from the standpoint of higher ideals and moral values, which are dismissed as stemming from ‘obscurantist ‘repressive modes of thought’ (Marcuse, 1991, p.176). For, as underlined by Held (1980, p.162), morals and values have no basis in positivism; what is is what ought to be and ‘questions of ought, of value judgement, are condemned to irrationality’. 

Moreover, positivism finds in advanced industrial and technological societies (which are mostly driven by a form of scientific rationality based on facts) a medium for the fulfilment of its identity logic – where, in pursuit of objectivity and exactness, it strives for unity between the concept and its object, ‘theory and practice, truth and facts’ (Marcuse, 1991, p.176). As such, positivism works towards the preservation of the social world ‘as given’ whilst obscuring the potential for emancipatory change (Buck-Morss, 1997) – thus revealing itself as uncritical, conformist, the silent advocate of a sociology of regulation and hence, as one-dimensional philosophy. 

Dialectical Thinking as Multidimensional Philosophy

Contra positivism, Marcuse defends dialectical thinking as multidimensional philosophy in that it is critical, non-conformist and able to ‘perceive possibilities in the world that do not yet exist but which can be realized’ (Kellner, 1991, p.xxvii):

Dialectical thought understands the critical tension between ‘is’ and ‘ought’…The development of contradictory elements, which determines the structure of its object, also determines the structure of dialectical thought (1991, pp.137, 145).

Unlike positivism, dialectical thinking is not content to mirror the existing social reality but aims to address the normative tension between actuality and potentiality, between what is and what ought to be. Its main concern is to provide a critique of social contradictions or inadequacies which is then used to frame ‘another realm of ideas, images, and imagination that serve as a potential guide for social transformation that would realize the unrealized potentialities for a better life’ (Kellner, 1991, p.xvii; see also Carr, 2000) – thereby moving social realities from what they are to what they ought to be.

As such, dialectical thinking posits an ontology of becoming in which social realities are seen as non-permanent (or in critical realist terms, ‘only relatively enduring’), dynamic and interlocked with human agency in a historical process of becoming in which they both find their (true) meaning (Bhaskar, 1989; Bohm 1983). Dialectical thinking also endorses a politics of possibility (Harvey, 1996) that leads it to consider more flourishing and enabling social conditions that can in turn enable human emancipation or, in Marcuse’s own words, that ‘offer a greater chance for the free development of human needs and faculties’ (1991, p.225). 

A key feature of dialectical thinking which distinguishes it from positivism and which, as discussed in Chapter Four, members of the Frankfurt School were keen to underline, is its non-identical character. In One-dimensional Man, Marcuse elaborates on the non-identity logic that drives dialectical thinking, reminding of the fact that the concept does not have to mirror its object:

“Concept” is taken to designate the mental representation of something that is understood, comprehended, known as the result of a process of reflection … and as such [its] content and meaning are identical with yet different from the real objects of immediate experience. “Identical” in as much as the concept denotes the same thing; “different” in as much as the concept is the result of reflection which has understood the thing in the context (and in the light) of other things which did not appear in the immediate experience and which “explain” the thing … (1991, pp.108-109).

The concept is ‘identical’ to yet ‘different’ from its object of study. Identical, insofar as it precisely describes or explains the ‘real’ object to which it refers; different because, as a product of critical reflection, the concept illuminates its object of study with new ideas, images and insights which would remain inaccessible to one solely interested in merely describing it in its ‘immediate’ empirical context (Marcuse, 1991, p.108). Importantly, Marcuse’s explanation of the non-identical character of dialectical thinking reminds of the fact that, even though the concept can transcend its object, it remains empirically grounded and meaningful insofar as its ‘real’ object of study can be clearly recognised (see also Marcuse, 1993b).  





The selective review of Marcuse’s One-Dimensional Man carried out in this chapter has raised the following key issues: 

First, attention was brought to the two ways in which Marcuse’s text can be interpreted: although it can be seen as a monolithic, global theory of the conformist society, the One-Dimensional Man is, following Marcuse himself, best viewed in a more moderate way, as a term used to refer to deficient conditions across societies, which perpetuate a conformist mode of thought and frustrate the possibility for human emancipation.

Second, Marcuse’s critique of consumerism and mass culture was given due consideration. It is mainly directed at the creation and satisfaction of false needs by the mass production, distribution and consumption of various cultural forms which are, in the process, stripped of their emancipatory potential and imposed on individuals through the conditioning powers of the advertising industry – locking them into a one-dimensional mode of thought that renders them unable to achieve a true sense of self and to develop an understanding of their true needs. Consumerism and mass culture are seen by Marcuse as totalitarian in effect in that they inevitably lead to an erosion of true individuality and to the institutionalisation of a tradition of conformity that in turn serve to sustain a one-dimensional society, enacting in a more subtle yet more potent form the Enlightenment’s principle of domination. 

Finally, the focus was brought on Marcuse’s defence of dialectical thinking which resists positivism’s attempt, in its endorsement of an identity logic and an ontology of being, to mirror reality and preserve the existing social order – revealing itself as uncritical, conformist, the silent advocate of a sociology of regulation and hence, as one-dimensional philosophy. Contra positivism, dialectical thinking posits a non-identity logic and an ontology of becoming and, as such, seeks to expose social contradictions and inadequacies in order to frame change efforts towards a more emancipatory social order – revealing itself as critical, non-conformist, the staunch advocate of a sociology of radical change and hence, multi-dimensional philosophy. 




























THE CRITIQUE OF TECHNOCRACY:
THE RISE OF A TECHNOCRATIC CONSCIOUSNESS 




This chapter complements the foregoing reviews of Dialectic of Enlightenment and One-Dimensional Man to elaborate on the meaning of The Critique of Technocracy. This particular theme is recurrent in the key works of the Frankfurt School, which chart the rise of a technocratic consciousness and the resulting denial of ethics across advanced industrial societies. First, drawing on some of those key works, the chapter explains the term technocracy, which refers to a strong determinist view of technology as shaper of social life and work and as the province of technical experts – which amounts to an ‘autocratic philosophy of technics’ in which technology is transformed into an instrument of domination and exploitation (Simondon, 1958, cited in Marcuse, 1991, p.162). 

Second, the chapter considers the meaning of a ‘technocratic consciousness’ as one seared by technocracy. A technocratic consciousness is ideological in effect in that it eschews the moral dimension of social practice and perpetuates systems of domination. It is explained how it serves to managerialise organisations by providing the ontological, epistemological and moral justification for turning technology into a fetish of efficiency and performance, reifying unequal knowledge and power relations, and naturalising a performative orientation in the name of the common good. Reference is also made to Huxley’s (2005, originally published in 1932) Brave New World to underline the totalising effects of a technocratic consciousness when it holds sway over social life and work.  

Third, the chapter focuses on the denial of ethics as a distinctive feature of technocracy, which tends to be overlooked by organisational actors. Technocracy does not only marginalise ethics but eliminates it altogether ‘as a category of [organisational] life’ (Habermas, 1971, p.112). It collapses the distinction between the moral and the technical in the determination of ends by dominant/elitist groups, which are then imposed on subordinate groups, depriving the latter of their autonomy and of the opportunity to test the moral validity of such ends. It is explained how, in this respect, technocracy falls short of the Kantian categorical imperative.

Finally, drawing from Marx’s (1977) Brumaire, a distinction is drawn between ethical reasoning (as contextually-embedded) and moral reasoning (as universally generalisable) to explain why, when operating under the binding spell of technocracy, dominant/elitist groups fail to maintain a harmony between ethical and moral reasoning, even if this entails a violation of their own sense of moral justice. The chapter concludes with a summary of the key issues raised. 

7.2 An Autocratic Philosophy of Technics

Technocracy refers to a strong determinist view of technology in which primacy is given to its shaping powers as determinant of social life and work, which are, as a result, seen as subject to the control of technical experts (Alvesson and Willmott, 1996; Held, 1980; see also Orlikowski, 1992). The interest shown in technocracy by the members of the Frankfurt School is not so surprising as they saw it as yet another modern manifestation of the Enlightenment’s principle of domination and therefore, sought to probe its ethos and consider the magnitude of its impact on society. 

For example, Marcuse (1993, originally published in 1941) in Some Social Implications of Modern Technology, investigates the negative impact of technological rationality on individualism; Horkheimer’s (1974, originally published in 1947) Eclipse of Reason  considers, with reference to Huxley’s Brave New World, the alienating effects of technocracy when it holds sway over society; and Habermas’s (1971) Towards a Rational Society takes stock of the spread of technological rationality to the social lifeworld. Their verdict on technocracy is perhaps best summed up in Marcuse’s quote from the French philosopher, Simondon, in One-Dimensional Man: 

One might call autocratic a philosophy of technics which takes the technical whole as a place where machines are used to obtain power. The machine is only a means; the end is a conquest of nature, the domestication of natural forces through a primary enslavement: the machine is a slave which serves to make other slaves … (Simondon, 1958, cited in Marcuse, 1991, p.162).





An Ideology Rooted in Determinism 

A technocratic consciousness is one which is seared by a determinist view of technology and a blind faith in the competence of an elite group of technical experts whose ‘technical solutions’ are expected to improve public administration, sustain economic growth and ensure public welfare (Held, 1980). Its ideological effects are readily unpicked by Habermas:

Technocratic consciousness is, on the one hand, “less ideological” than all previous ideologies. For it does not have the opaque force of a delusion that only transfigures the implementation of interests. On the other hand, today’s dominant, rather glassy background ideology, which makes a fetish of science, is more irresistible and farther-reaching than ideologies of the old type. For with the veiling of practical problems it not only justifies a particular class’s interests in domination and represses another class’s partial need for emancipation, but affects the human race’s emancipatory interest as such (1971, p.111).   

The ideology of technocratic consciousness is at the same time less and more oppressive that previous ideologies: less, in that it does not overtly express an ideal view of social life transformed by technology; more, in that it is more seductive and far-reaching and, by ‘veiling practical problems’ (Habermas, 1971, p.111), it serves to justify the interests of dominant groups whilst repressing the emancipatory needs of subordinate ones. In so doing, it eschews the moral dimension of social practice and contributes to the reproduction of systems of domination and exploitation whilst occulting the possibility for human emancipation.
As such, technocratic consciousness upholds a form of calculating action that is rooted in instrumental reasoning (Held, 1980), where dominant groups are those who are free to shape technology without ‘the correct evaluation of possible alternative choices’ in order to extend their technical control and increase their power over the productive forces of society (Habermas, 1971, p.92). The imbalance in power between the dominant and subordinate groups is maintained insofar as a determinist view of technology as ‘an independent, self-regulating process’ is publicised whilst the fact that it is socially shaped is denied (ibid., p.64). Thus, it is its oppressive ideology rooted in determinism that perpetuates technocratic consciousness and turns technology into an instrument of domination.

Technocratic Consciousness and Managerialism

As remarked by Alvesson and Willmott (1996), technocratic consciousness has permeated modern organisations and inhabits the higher realm of management (a network of relationships to which subordinate groups usually have no access) and provides the ontological, epistemological and moral justification for the oppressive use of technology. At the ontological level, technology is portrayed as trajectory – apolitical, value-free and impacting on efficiency and performance with an aura of inevitability; at the epistemological level, technology deployment is considered ‘scientifically sound’ only if it is determined by managers who are attributed the ‘iconic status’ of technical experts; and at the moral level, technology is geared towards the maximisation of performance and profit which are equated with the common good (Alvesson and Willmott, 1996; Fournier and Grey, 2000). 






Brave New World: Technocracy as Totalising Tool of Domination

In Eclipse of Reason, Horkheimer (1974) draws on Huxley’s (2005, originally published in 1932) Brave New World to consider technocracy as a totalising tool of domination. Whilst a more in-depth treatment of Huxley’s work is beyond the scope of this study, Horkheimer’s analysis of one of its most riveting passages provides a powerful insight into the damaging effects of technocracy when it holds sway over a disenchanted world:

Aldous Huxley’s negative utopia expresses this aspect of the formalization of reason, that is to say, its transformation into stupidity. In it, the techniques of the brave new world, and the intellectual processes connected with them, are represented as tremendously refined. But the aims they serve – the stupid ‘feelies’ that allow one to feel a fur projected on a screen, the ‘hypnopaedia’ that inculcates the all-powerful slogans of the system in sleeping children, the artificial methods of reproduction that standardize and classify human beings even before they are born – all these reflect a process taking place in thinking itself that leads to a system of prohibition of thinking and that must end finally in subjective stupidity, prefigured in the objective idiocy of all life content, thinking in itself tends to be replaced by stereotyped ideas (1974, p.38).

In Huxley’s (2005) Brave New World, the human race is a new life form of genetically-engineered, hypnotically-conditioned, drug-induced individuals who are pre-destined to occupy the specific echelons of the social caste system. They live in a world brought under the aegis of technocracy, which constitutes their sense of identity and shapes their self-awareness. They readily conform to the technocratic system to which they have surrendered their will and possess neither the moral fibre nor the creative power to consider alternative realities and ways of life. For Horkheimer, this is an emphatic warning of the deleterious effect of technology which, when used in a purely instrumental way, abolishes creative thinking and locks individuals into a mindless, one-dimensional mode of thought that leads to stupidity which, far from being harmless, effectively desensitises, degrades and dehumanises. 

Although a work of speculative fiction, Huxley’s (2005) Brave New World bears some significance to modern-day organisations which operate under a managerialist form of corporate governance: the caste system of the Brave New World is an extrapolation of the bureaucratic hierarchies of modern-day organisations; its Deltas and Epsilons (those who dwell at the lower end of its caste system and are designed to carry out the repetitive, menial tasks) bring to mind the countless numbers of individuals whose ‘biological individuality’ is absorbed  into assembly lines and other types of machinery which time and control the rhythm of their work.

As they are integrated into bureaucratic structures and the ‘technical apparatus’, they become the homo fabricatus, alienated human beings who are reified into exploitive units of production and estranged from their own work, from other fellow workers and from themselves (e.g. see Bottomore, 1991; Hartwig, 2007; Osborne, 2005) for a discussion of the Marxist notion of alienation). With its overwhelming capacity to exploit and alienate, technology weaves a wicked dialectic of its own in which its liberating powers are transformed into an instrument of domination and alienation.

7.4 Technocracy and Ethics

A  Denial of Ethics

A distinctive feature of technocracy, which is not to be overlooked, is its ‘denial of the relevance of ethics’ in the development and application of technology (Alvesson and Willmott, 1996, p.77). Habermas considers the implications of this denial:

Technocratic consciousness reflects not the sundering of an ethical situation but the repression of “ethics” as such as a category of life … The ideological nucleus of this consciousness is the elimination of the distinction between the practical and the technical … Technocratic consciousness makes this practical interest disappear behind the interests in the expansion of our power of technical control (1971, pp.112-13).

Technocracy does not only marginalise ethics but eliminates it altogether ‘as a category of life’ (Habermas, 1971, p.112). By collapsing the ‘distinction between the practical and the technical’, it dissolves the possibility for the moral validation of pre-determined ends for the sake of technical control and power (ibid.), where everything that is considered non-factual and non-technical (in this case moral rightness) is dismissed as ‘scientifically unverifiable’ and thus irrelevant. In this respect, technocracy signals its positivist inclinations, which might have in part prompted Horkheimer’s (1974. p.41) claim that ‘positivism is philosophical technocracy’. 

However, in denying the relevance of ethics, technocracy only ‘masquerades as being above ethics when it is not’ (Alvesson and Willmott, 1996, p.78). For, as reminded by Habermas (1971), being above ethics is an impossible feat. The decision to eschew ethics in the determination of ends is itself a value judgement that cannot escape moral scrutiny, and the pursuit of purely technical ends is itself anchored in a set of beliefs and values about the ‘good life’ or the common good. 
Ethics and the Determination of Ends

It is therefore important to further probe technocracy when it comes to the determination of ends, and to do so invites one to revisit Kant’s categorical imperative which, although controversial, is one of the building blocks of moral theory:

Act only on that maxim which you can at the same time will to be a universal law … The categorical imperative tests maxims [moral principles or morally-determined ends] by prescribing a thought experiment in which one asks oneself whether one could consistently will one’s maxim as a universal law, that is, one on which all other agents would also choose to act (Honderich, 1995, p.437; emphasis added).

In the categorical imperative, subjectively determined ends pass the moral test only if the agent who determines them can will that other agents make them their own, viz. that they can be universalised because they are morally right and can achieve a shared sense of justice. In this respect, the Kantian imperative involves the following presuppositions: first, the individual deciding about the moral validity of ends should be autonomous and free from the imposition of an external will and second, they should have both the inclination and ability to do so. 

Technocracy falls short of the Kantian categorical imperative on both counts. First, since dominant groups impose, in the name of science and technology (and often against their own sense of justice), pre-determined ends on subordinate groups, they deprive the latter of their autonomy, as a pre-condition for testing the moral validity of ends. Second, when resigned to their fate in the face of an ‘immutable reality’ and denied the opportunity to self-develop, subordinate groups might not have either the inclination or the ability to pass moral judgement on imposed ends and courses of action. 

Ethical v. Moral Reasoning

In addressing the question of why certain individuals or groups would choose to act against their own sense of justice in the determination of ends, Kelly (2000), drawing from Marx’s (1977) Eighteenth Brumaire of Louis Bonaparte, makes the distinction between ethical reasoning and moral reasoning. Ethical reasoning is seen as contextually embedded in that it assimilates the values and norms that are particular to one’s ‘history, tradition, relationships and community’ (ibid., p.375). 

On the other hand, moral reasoning is seen as having a ‘quasi-transcendental’ character. Although it is derived from the empirical context of experience, it is also removed from any particular context in that it has a universal application and, in line with the Kantian categorical imperative, carries an implicit understanding that it ‘should be followed by everyone as a general law’ (ibid., p.376). Ideally, a harmony between ethical reasoning and moral reasoning should be preserved if the determination of ends is to reflect moral rightness and a shared sense of justice.

In the Eighteenth Brumaire of Louis Bonaparte, Marx (1977) provides an example of how this unity is broken when agents cannot maintain a balance between ethical reasoning and moral reasoning. In his analysis of the establishment of the Second Empire under Louis Bonaparte in France in 1851, Marx explains how the French population one-sidedly chose the path of ethical reasoning. They pandered to the prevailing values and interests of the time which were shaped by an élan nationaliste (a surge of nationalism) that sought to restore France to her former pride and glory. 

In so doing, they decided to support Louis Bonaparte through whom they believed this dream could be realised. But at the same time, they placed France once again under a dictatorship and violated their own sense of justice and ideals of freedom and democracy that had been forged in the crux of previous revolutions and had guided the principles of the (fallen) republic. By failing to maintain a harmony between ethical and moral reasoning, the French population had brought France ‘back into a defunct epoch’ (ibid., p. 301). 

Likewise, when under the binding spell of technocracy, dominant groups arbitrarily determine ends which they then impose on subordinate groups, they fail to achieve the unity between ethical reasoning and moral reasoning. While they might recognise both the moral (universal) and ethical (contextual) dimensions of their actions, they choose to pander to contextual values (which in this case legitimate a determinist view of technology) and often to violate their sense of moral justice in order to pursue their own interests, depriving in the process subordinate groups of their autonomy and freedom even if they can sense that this is morally wrong. In contrast to the Kantian, the categorical imperative of technocracy runs thus: 

Act on that maxim (as rule of conduct) which seems most appropriate in a given situation and which will yield the greatest benefit. 




In reviewing the central theme of Critique of Technocracy, this chapter has raised the following key issues:

First, attention was drawn to how technocracy (which entails a strong determinist view of technology as shaper of social life and work and the province of technical experts) serves to managerialise organisations by providing the ontological, epistemological and moral justification for the transformation of technology into a fetish of efficiency and performance, the reification of unequal knowledge and power relations between managers and their subordinates, and the naturalisation of a performative orientation in the name of the common good. Huxley’s (2005) Brave New World was revisited to emphasise the ‘totalising effects of technocracy when it holds sway over social life and work and is transformed into an overwhelming instrument of domination and alienation. 

Second, following Habermas (1971), it was explained how, by collapsing the distinction between the moral and the technical in the determination of ends, technocracy can lead to the marginalisation of ethics as a key dimension of organisational life (i) by providing the justification for imposing ends pre-determined by dominant/elitist groups on subordinate ones and depriving the latter of the opportunity, as autonomous individuals, to test the moral validity of such ends – thus falling short of the Kantian imperative, and (ii) by failing, as evidenced in  Marx’s (1977) Brumaire, to achieve a harmony between ethical reasoning (as contextually-driven) and moral reasoning (as universally generalisable), leaving dominant groups free to pander to prevailing contextual values and even violate their own sense of moral justice in order to pursue their own interests, all too often to the detriment of those of  their subordinates.






























THE DISCURSIVE RECONSTRUCTION OF THE 




This chapter completes the set of central themes in CT that are systematically applied to CHRD in the following chapter. It builds on the foregoing discussion to once again present a selective review of Habermas’s (1984, 1987a) Theory of Communicative Action, which aims to stem the rise of technocracy across advanced industrialised societies and attempts a discursive reconstruction of the conditions for human emancipation. First is a brief account of the background against which Habermas’s theory is set to highlight its primary motive, outline its structure, and signpost some of its key themes, which are developed in the following sections. 

Second, the chapter explains the meaning of communicative action, which entails ‘a cooperative process of interpretation’ and deliberation whereby participants in dialogue use language as a medium to achieve mutual understanding and to co-ordinate their action (Habermas, 1987a, p.120). Third, it considers how Habermas (ibid.) develops the metaphor of lifeworld and system to explain the colonisation of the lifeworld by the system – leading to the dissolution of communicative action as the guiding principle of the lifeworld.

Fourth, attention is paid to the notion of the Ideal Speech Situation (ISS), which is best described as a sphere of free discourse and unrestrained communication. Its primary purpose is to reinstate communicative action as the guiding principle of the lifeworld as a means to resist the colonising effects of the system and to reconstruct the conditions for human emancipation. The key features of the ISS are then detailed in terms of its discursive infrastructure, process, and intended outcomes.  

Finally, the chapter examines the principle of discourse ethics, which underpins the Theory of Communicative Action. The Habermasian discourse ethics involves a reformulation of Kant’s categorical imperative. Taking stock of the solitary nature of the Kantian imperative, Habermas relocates it at the centre of a process of deliberation, thereby promoting a dialogical approach to moral reasoning and to the determination of ends. As such, discourse ethics forces a shift from technocracy to deliberative democracy – a form of participative democracy anchored in the principle of free discourse. Attention is drawn to the integrative nature of deliberative democracy, which warrants a fundamental symmetry between strategic and moral imperatives, system and social integration, and performance and learning outcomes. The chapter concludes with a summary of key issues raised. 

8.2 Rekindling CT’s Project of Human Emancipation

First published in 1981, The Theory of Communicative Action was, in part, Habermas’s response to the pessimism of Adorno and Horkheimer’s (1997, originally published in 1947) Dialectic of Enlightenment which, in his view, was uncalled for and marginalised its project of human emancipation. With the Dialectic of Enlightenment, CT had reaffirmed its Hegelian/Idealist stance and further distanced itself from Marxism to emphasise a philosophy of consciousness. CT had become more of a broad philosophical critique of Western civilisation and, unlike Marxism (which clearly identifies the proletariat as the agent of revolutionary change), it had obscured the concrete medium through which its project of human emancipation would be realised by placing the onus on the individual subject to self-emancipate through critical reasoning (Rasmussen, 1996). However, such a reliance on human reasoning as a tool for enlightenment and emancipation was seen as problematic given that it is inherently flawed and, as is so often the case, the very source of human oppression and unfreedom – an irresolvable contradiction which left CT’s project of human emancipation in an impasse (Held, 1980).

Habermas sets out to remedy this state of affairs with The Theory of Communicative Action as the cornerstone of his endeavour. As underlined by Finlayson (2005, pp.18-19), ‘this is not a literature review. Habermas’s approach is reconstructive, not historical’. Drawing on a bewildering array of (at times competing) social theories, he moves CT away from a philosophy of consciousness to a philosophy of language – triggering a linguistic turn in CT through which he attempts to rekindle its project of human emancipation by relocating it within the ‘concrete’ context of the social lifeworld and under the guiding principle of free discourse. 

The Theory of Communicative Action consists of two volumes. In volume 1, Reason and the Rationalisation of Society (first published in English in 1984), Habermas develops a theory of rationality which is no longer restricted to the domain of the individual subject, but emphasises the social and intersubjective nature of human reasoning, leading him to develop a critique of instrumental reasoning and a defence of communicative action. In volume 2, Lifeworld and System: The Critique of Functionalist Reason (published in English in 1987), he expands the metaphor of lifeworld and system to explain the colonising effects of the functionalist system on the lifeworld and considers in more detail the role of communicative action. This chapter focuses on the following themes, which are of central importance in Habermas’s theory: the colonisation of the lifeworld, the ideal speech situation and discourse ethics.  

8.3 Communicative Action 

As opposed to purposive rational action, which is mostly subjectively-driven, calculating, and based on ‘distorted’ forms of communication, Habermas lays the foundation for his communicative action theory:

Only the communicative model of action presupposes language as a medium of uncurtailed communication whereby speakers and hearers, out of the context of their pre-interpreted lifeworld, refer to things in the objective, social, and subjective worlds in order to negotiate common definitions of the situation … The communicative model of action does not equate action with communication. Language is a means of communication which serves mutual understanding, whereas actors, in coming to an understanding with one another so as to coordinate their actions … (1984, pp.95, 101).

Communicative action is a form of social action that is placed under the binding force of free discourse (Harvey, 1996). It entails ‘a cooperative process of interpretation’ and deliberation whereby participants in dialogue use language as a medium to achieve mutual understanding and co-ordinate their action (Habermas, 1987a, p.120). As McCarthy (1984, p.xii) rightly points out, language here is not an end in itself or ‘just a matter of being able to produce grammatical sentences’ but, more importantly, a means for participants to make and test claims in relation to the external world, to others, and to themselves as they negotiate common definitions of situations and proposed courses of action. 

Thus, unlike purposive rational action, communicative action involves a democratic process of interpretation and deliberation which is intersubjectively driven, normatively regulated and socially coordinated – with the emphasis on the need for social actors to reach ‘an understanding with one another’ as opposed to ‘having an influence upon one another’ (Habermas, 1987a, p.74).

8.4 The Colonisation of the Lifeworld

The Lifeworld as the Ever-Present Background of Social Action

Habermas views the concept of the lifeworld, stemming from the interpretive sociology of Husserl, as a ‘necessary complement’ (McCarthy, 1984, p.xxv) to his theory of communicative action: 

It [the lifeworld] is a concept complementary to that of communicative action … [it] forms the indirect context of what is said, discussed, addressed in a situation  … [it] is the intuitively present, in this sense familiar and transparent, and at the same time vast and incalculable web of presuppositions that have to be satisfied if an actual utterance is to be at all meaningful, that is, valid or invalid … the lifeworld always remains in the background … (1987a, pp.119, 131; emphasis in original).  

The lifeworld refers to the everyday (the natural, pre-interpreted and pre-theoretical) world people share with each other (Finlayson, 2005). It is the ‘ever-present horizon of social action’ (McCarthy, 1984, p.xxvi) and provides the informal background of shared meanings and understandings from which ‘speaking and acting subjects’ in ordinary, everyday life (often unconsciously) draw upon to reach consensus, validate proposed courses of action and coordinate them. Thus, driven by the binding force of free discourse, the lifeworld both supports and is supported by communicative action – which however, according to Habermas, is being eroded by the colonising effects of the system on the lifeworld.
  
The Decoupling of Lifeworld and System

In order to explain the erosion of communicative action within the lifeworld, Habermas develops a two-tier conceptualisation of society, where he draws the distinction between the lifeworld and the system – which, he argues, have become ‘decoupled’ and increasingly detached from each other:
 
The uncoupling of system and lifeworld is experienced in modern society as a particular kind of objectification: the social system definitely bursts out of the horizon of the lifeworld, escapes from the intuitive knowledge of every communicative practice … (1987a, p.173).

As underlined by McCarthy (1984, p.xxx), the decoupled lifeworld and system do not ‘simply lie parallel to one another’, but are in reality interconnected and have been objectified by Habermas for the sake of analysis. For Habermas, the social system which attends to the functional integration of the lifeworld (i.e. holds together its inter-related parts in order to ensure its proper functioning) has become self-regulating and ‘burst out of the horizon of the lifeworld’ (1987a, p.173) to act on it as a colonising force, driven by a ‘compulsion to rationalise [it] from above (1971, p.98) – a fact which, he argues, comes into full view in a conceptual model of society in which system and lifeworld are decoupled. 

The Colonisation of the Lifeworld by the System

Expanding the metaphor of the lifeworld and system, Habermas explains the colonisation of the lifeworld by the system in the following terms:

…The imperatives of autonomous subsystems [steered by power and money] make their way into the lifeworld from the outside – like colonial masters coming into a tribal society – and force a process of assimilation upon it … In the end, systemic mechanisms suppress … [language as the mechanism for coordinating action] even in those areas where a consensus-dependent coordination of action cannot be replaced (1987a, pp.196, 355; emphasis added).

Figure 8.1 below presents a visual representation of this process. As the ‘decoupled’ system (consisting of the two sub-systems of state and economy, which are respectively steered by the media of power and money) becomes increasingly self-regulating and detached from the lifeworld, it promotes a purely instrumental form of social action that leads to the erosion of communicative action within the lifeworld. In colonising fashion, the systemic imperatives of state and economy penetrate the boundary of the lifeworld ‘from above’ and replace language as its binding force with the ‘delinguistified’ steering media of power and money. 
















Fig.8.1 The Colonisation of the Lifeworld by the System
Sources used to build diagram: Habermas (1984; 1987a)






For Habermas, there is need to re-enchant the lifeworld, not by eliminating the system which ensures its functional integration, but by erecting ‘a democratic dam against the colonializing encroachment of system imperatives on areas of the lifeworld’ (1992, p.444). The aim here is to reinstate communicative action as its guiding principle and to match the colonising force of money and power with the binding force of free discourse – which, he argues, can be achieved in an Ideal Speech Situation. 

8.5 The Ideal Speech Situation

A Sphere of Free Discourse

The notion of the Ideal Speech Situation (ISS) refers to a sphere of free discourse, a platform for unrestrained communication through which communicative action can be reinstated as the guiding principle of the lifeworld and the conditions for the possibility of human emancipation can be discursively reconstructed. Habermas (1989, originally published in 1962) traces its origins in the Structural Transformation of the Public Sphere to 18th-century coffee houses, literary salons and forums for public discussion (including clubs, newspapers and journals) in Europe, where autonomous individuals could participate freely and on equal terms in debates about the social and political issues of the times (see also Baker, 1992). Its ground rules are clearly laid out by Habermas in his Theory of Communicative Action:

Participants in argument have to presuppose in general that the structure of their communication … excludes all force – whether it arises from within the processes of reaching understanding itself or influences it from the outside – except the force of the better argument (and thus it also excludes, on their part, all motives except that of a cooperative search for the truth) (1984, p.25).

The ISS requires a removal of all sources of domination, a suspension of inequalities in knowledge and power relations, a freezing of taken-for-granted assumptions and preconceived opinions, and ‘a putting out of play of all motives except that of a willingness to come to a [shared] understanding’ over what can be collectively regarded as true, morally right and genuinely intended (McCarthy, 1988, p.xiv). In procedural terms, the ISS gives each participant-in-communication an ‘equal chance to initiate and to continue communication … to make assertions, recommendations, and explanations … [and] to express their wishes, desires, and feelings …’ in the collective search for the truth (Benhabib, 1992, p.89).

It is, however, appropriate at this point to consider some of the main criticisms that have been levelled at the ISS because of its all too obvious shortcomings, in that: (i) it attaches too much importance to language as determinant of social action without paying enough attention to the material dimension of the lifeworld; (ii) it presupposes a readiness on the part of all participants to suspend inequalities in power and knowledge relations and relinquish their own interests for the search for truth in the name of the common good; (iii) it is a micro-level process which cannot generate the dynamics to reinstate communicative action across the wider lifeworld; and (iv) it can be very difficult to ensure a symmetry in the validation of social action and balance out the weight given to truth, moral rightness and sincerity of intentions (Held, 1980). 

It is understandable why the ISS can be easily dismissed as ‘counterfactual’, as it is rarely, if ever, found in practice. However, one can argue that, even if it is not a widespread empirical phenomenon, it is certainly not illegitimate – for it is the ‘reciprocal supposition unavoidable in discourse’, an anticipation of all participants in communication that their interaction will be based on a certain symmetry between interlocutors and driven by the ‘force of the better argument’ (Habermas, 1973, cited in Held, 1980, p.344). 

Communicative Competence: Validity Claims and the Formation of the (Self)-Critical Subject 

Communicative competence is both the necessary condition and the desired outcome of the ISS. On the one hand, it is only if participants can competently ‘vindicate or redeem’ validity claims relating to situation definitions and proposed courses of action that communicative action can continue undisturbed within an ISS (Outhwaite, 1996, p.119). On the other hand, the beneficial outcome of the ISS is the formation of the (self)-critical subject who, as a proficient and active participant, can bring a significant contribution to the debate and sustain it over the longer term. Habermas identifies three ‘criticisable’ validity claims which constitute the basic discursive units for developing a shared understanding and coordinating action within the ISS, and identifies three corresponding desirable traits in the (self)-critical subject: 

The concept of reaching an understanding suggests a rationally motivated agreement among participants that is measured against criticizable validity claims … propositional truth, normative rightness, and subjective truthfulness… (1984, p.75; emphasis added).

Correspondingly, ego can relate to himself according to the model of self-criticism: as an epistemic subject who is capable of learning and has already acquired a certain knowledge in his cognitive-instrumental dealings with reality, or as a practical subject who is capable of acting and has already formed a certain character or a superego [self-critical conscience] in interactions with his reference persons, or as an affective subject who is sensitive, passionate ... and has already demarcated from the external world … a special domain of subjectivity … (1987, p.75; emphasis added). 

Table 8.1 below attempts to capture under one single framework this rather complex process, whilst highlighting its potential outcomes.
Validity Claim	World Relation	Type of Discourse 	Medium for Knowledge Transfer	Function	Obligations	Formation of Participant	Failure to Redeem Claim
Truth	Objective world(IT)	Theoretical discourse  	TheoriesModels	Cognitive representation of state of affairs 	Provide grounds	Epistemic subject	Strategic/Instrumental behaviour
Rightness	Social world(WE)	Practical discourse  	Legal / Moralframeworks	Test/Challenge moral validity of proposed courses of action	Provide justification	Practical subject	DeviationUnsuitable moral norms 
Sincerity 	Subjective world(I)	Therapeutic critique 	Reflexive communica-tion models	Exposition of motives and intentions	Prove trustworthi-ness	Affective subject	(Self)-DeceptionManipulation

Table 8.1 Process and Potential Outcomes of the Ideal Speech Situation
Sources: Habermas (1984, 1987a); Outhwaite (1996)

The validity claim to truth pertains to the relationship between the participant and the objective world (IT). The participant usually draws on theoretical discourse in the form of theories and models to make assertions about a certain state of affairs or define a particular situation. This entails a ‘double expectation’: when a speaker submits a proposition about a particular situation, they should expect the listener to be able to challenge it while the latter should expect the speaker to be able to defend it. In any case, the speaker should be ready to provide grounds for their claim about the objective world. In the process of building cognitive models of reality and cooperatively negotiating ‘situation definitions’, the participant becomes an epistemic subject, capable of learning and developing a sociocentric (as opposed to an ‘egocentric’) understanding of the world (Habermas, 1984, p.69). Failure to redeem claims to truth can result in strategic/instrumental behaviour, where a social actor, freed from the need to defend their worldview, can adopt an ‘objectivating attitude’ to others – acting on them (as opposed to acting with them) in order to pursue ends that only fit with their egocentric calculation of utility (see Habermas, 1984, pp.85-87, 94). 

The validity claim to rightness pertains to the relationship between the participant and the social world (WE). The participant usually draws on practical discourse in the form of moral/legal frameworks in order to test or challenge the moral validity of proposed courses of action. In so doing, the speaker has to provide justification for their proposed course of action by either showing how it conforms to prevailing moral laws and norms, or how it proves their unsuitability and thus rightly bypasses them. By developing their moral knowledge and learning how to apply and, if need be, challenge prevailing moral laws and norms, the participant becomes a practical subject who operates at a ‘post-conventional level of moral consciousness’ at which moral laws and norms are themselves critically examined and  appraised (Habermas, 1987a, p.174). Failure to redeem claims to rightness can result in either a deviation from widely recognised moral norms or a blind adherence to those which are unsuitable and thus, totally inappropriate within a particular context of social action (Habermas, 1984, pp.88-90).

The claim to sincerity or truthfulness pertains to the relationship between the participant and their own subjective world (I). The participant has recourse to a form of therapeutic critique and to the use of reflexive communication models which enable them to examine their feelings and desires and beliefs, and choose styles of presentation through which they can effectively expose their real motives and intentions. In order to prove their trustworthiness, the speaker has to convince their audience that what is expressed is actually meant (and not feigned) and that their behaviour is in accord with the expectations associated with their social role or persona (doctors and policemen are a case in point). By learning to critically examine their own feelings and desires and communicate their real motives and intentions to others, the participant becomes an affective subject who is introspective, reflexive, and attuned to their ‘special domain of subjectivity’ (Habermas, 1987a, p.75). Failure to redeem claims to sincerity can result in either self-deception, where the speaker is out of tune with their real motives and intentions and unconsciously deceive themself, or manipulation, where the speaker consciously attempts to deceive others (see Habermas, 1984, pp.90-95).





A Reformulation of Kant’s Categorical Imperative

The Theory of Communicative Action is underpinned by the principle of discourse ethics, which involves a reformulation of Kant’s categorical imperative (refer to Chapter Seven, Section 7.4, p.111):

He [Kant] presents the categorical imperative as a maxim by which each individual can test whether a given or recommended norm deserves general assent, that is, counts as a law. Mead picks up this line of thought: “We are what we are through our relationship with others. Inevitably, then, our end must be a social end … What was intended by the categorical imperative can be made good by projecting a will-formation under the idealized conditions of universal discourse (Habermas, 1987a, pp.93, 95).

Here, Habermas draws attention to the atomistic, ‘solitary nature’ of Kant’s categorical imperative (Borradori, 2003, p.59). In it, the isolated individual adopts a monological approach to moral reasoning, where through a form of (silent) soliloquy, they start a ‘hypothetical conversation’ with themself in order to subjectively evaluate moral norms as the basis for the determination of ends and decide whether they can ‘will’ that these norms be adopted by other individuals in similar situations (ibid.). However, following Mead’s relational account of individual and society as interdependent, the individual can never truly arbitrate moral matters outwith the authority of prevailing social norms, so that the end determined by an individual must be, by default, a social one. 

Habermas (1987a, p.95) contends that the categorical imperative ‘can be made good’ by relocating it under the binding force of free discourse and at the centre of a process of deliberation. This involves a dialogical approach to moral reasoning, where interacting participants enter into a conversation with each other to intersubjectively determine the moral validity of proposed ends and courses of action and ensure that they express the common will and, as such, deserve the ‘qualified assent of all who are or might be affected’ by them (Outhwaite, 1996, p183; see also Borradori, 2003). Thus, when brought under the principle of discourse ethics, Kant’s categorical imperative can be reformulated as follows:

Rather than ascribing as valid to all others any maxim [or proposed end] that I can will to be a universal law, I must submit my maxim to all others [participants in practical discourse] for purposes of discursively testing its claim to universality (Outhwaite, 1996, p.186, emphasis added).

However, it is important to consider the criticisms directed at Habermas’s dialogical model of moral reasoning: (i) the ‘existence of a consensus [does not automatically] confer validity’ to morally-validated ends (Finlayson, 2005, p.89). Ends which are intersubjectively validated are not necessarily ‘morally superior’ (in terms of being error-free) to those validated by a single individual – for they are always a function of the moral expertise of individuals, whether operating in isolation or within groups; (ii) the task of generalising moral validity of proposed ends to the wider lifeworld is an almost impossible one – for it can be argued that it is inconceivable that any particular end that has been morally validated within a specific segment of the lifeworld could address the moral values of all those who did not actually take part in its validation, and generalising its moral validity to the wider lifeworld would perhaps be asking too much of it (ibid.). 

One, however, has to acknowledge that the symmetry and consistency that Habermas introduces in the intersubjective determination of proposed ends and courses of action serves to increase their ‘moral currency’ and that even if they can fall short of deserving the qualified assent of all, they are likely to achieve a greater degree of consensus across the wider lifeworld (Outhwaite, 1996).    

A Shift from Technocracy to Deliberative Democracy

It is also important to give some thought to the type of democracy that Habermas’s (1987a) principle of discourse ethics attempts to promote. As reminded by Cheney (1995), the notion of  democracy has been studied from different perspectives (by economists, political scientists, historians of labour, etc) and under different terms (such as self-managed economy, industrial democracy and codetermination) and it is certainly not a unitary term in that one may speak of different types of democracy (see also Warner, 1984). 

In upholding a dialogical model of moral reasoning, Habermas’s principle of discourse ethics forces a shift from technocracy (which provides the justification for the subjective determination of ends by dominant individuals detached from the collective) to deliberative democracy – a form of participatory democracy anchored in free discourse in which ends are intersubjectively determined through a process of deliberation among participants-in-communication and based ‘on the force of the better argument’ (Habermas, 1973, cited in Held, 1980; see also Cohen, 1989; Held, 1996).
 




In presenting a selective review of Habermas’s (1984, 1987a) Theory of Communicative Action, this chapter has raised the following key issues which, once again, inform the conceptual expansion of CHRD in the next chapter:

First, the Theory of Communicative Action aims to stem the rise of technocracy across advanced industrial societies and to recreate the conditions for human emancipation by relocating it under the binding force of free discourse. It entails a collaborative process of interpretation and deliberation whereby participants in dialogue can use language as a prize medium to achieve mutual understanding and to coordinate action, infused by an emancipatory interest.

Second, central to an understanding of Habermas’s theory are the metaphor of lifeworld and system and the notion of the Ideal Speech Situation (ISS). The metaphor of lifeworld and system is developed by Habermas to explain the colonising effects of systemic imperatives on the lifeworld, leading to the replacement of communicative action by purposive action as its guiding principle, which frustrates the possibility for human emancipation. On the other hand, the notion of the ISS is perhaps best described as a sphere of free discourse, rid of all sources of domination and in which language counts as the irreplaceable medium for reaching consensus and coordinating social action. The ISS is seen by Habermas as a means to resist the colonising effects of the system and reinstate communicative action as the guiding principle of the lifeworld, thereby enabling a discursive reconstruction of the conditions for human emancipation. As such, the ISS provides the discursive infrastructure for the validation of situation definitions and proposed courses of action (against the criteria of truth, rightness and sincerity) and can effectively contribute to the formation of the (self)-critical subject (as the epistemic, practical and affective subject) who is communicatively competent and able to self-emancipate whilst contributing to the emancipation of others. Both the metaphor of the lifeworld and system and the notion of the ISS are used as key components in the development of the metaphorical model for sustainable CHRD practice in Chapter Ten.

Finally, Habermas’s theory of communicative action is also underpinned by the principle of discourse ethics, which involves a reformulation of Kant’s categorical imperative in which a monological approach to the determination of ends is replaced by a dialogical one – where, instead of being subjectively validated by a single individual as in the Kantian imperative, ends are intersubjectively validated by a group of participants in practical discourse. As such, the principle of discourse ethics forces a shift from technocracy to deliberative democracy – a form of participative democracy anchored in the principle of free discourse, which warrants the integration of strategic action into communicative action whereby a fundamental symmetry can be achieved between strategic and moral imperatives.






A CONCEPTUAL EXPANSION OF CHRD:





This chapter contains the core of the theoretical contribution of the thesis and consists of a systematic application of the four central themes expounded in Chapters 5-8 to CHRD. The main feature of this exercise is the establishment of 12 key CHRD roles. First, the chapter provides in the following four sections, a detailed discussion of how these 12 key CHRD roles are derived from the key themes and theoretical issues thrown up by the four central themes mentioned above. 

Second, these 12 key CHRD roles are integrated into a conceptual framework to highlight their implications for research and practice and draw attention to their potential empirical referents. This conceptual framework is used as an analytical lens for the field investigation carried out in Part II of this study. It is argued that, whilst primarily directed at an academic audience, it can also effectively complement existing work in the subject area to inform further CHRD research. 

Third, the key implications of the 12 key CHRD roles established here are considered. They serve to: (i) reinforce the current conceptualisation of CHRD by reaffirming some of its key precepts and defining characteristics, which have already been identified in extant literature, and (ii) consolidate the theoretical foundations of CHRD and expand its conceptual dimensions by attaching new meanings and responsibilities to it in an attempt to augment its emancipatory potential. 

An argument is then developed as to why, in its expanded form, CHRD can be viewed as an advanced paradigm rooted in a dialectical mode of thinking that can: (i) effectively challenge HRD to move beyond a dichotomous mode of thinking and transcend its contradictory tensions in order to achieve a post-reflective understanding of itself, re-engage with its moral dimension, and redeem its emancipatory intent and (ii) serve as a powerful lever for workplace learning and democracy by bringing their key objectives under the binding force of free discourse and guiding change efforts towards an evermore flourishing, empowering and emancipatory workplace. The chapter concludes with a summary of the key issues raised. 

9.2 Application of Dialectic of Enlightenment (DOE) to CHRD

Table 9.1 provides an overview of the five key CHRD roles derived from the selective review of Adorno and Horkheimer’s (1997) Dialectic of Enlightenment. These roles are expounded in the discussion that follows.
Critical Theory:Central Themes	 Key Themes/ Theoretical Issues (T)	Application to CHRD:Key CHRD Role (KR)
Dialectic of Enlightenment(DOE)	T1: Degeneration of the project of        human emancipationT2: Principle of domination T3: Instrumental reasoningT4: Critique of positivismT5: Psychoanalysis of Enlightenment        thinking	KR1: CHRD as redeemer of HRD’s emancipatory          intentKR2: CHRD as detector of modes of dominationKR3: CHRD as facilitator of creative reasoningKR4: CHRD as non-positivist and radical paradigm KR5: CHRD as psychoanalytical tool

Table 9.1 Application of DOE to CHRD


T1: Degeneration of the Project of Human Emancipation

KR1: CHRD as Redeemer of HRD’s Emancipatory Intent

The Enlightenment’s Project of Human Emancipation at the Core of CHRD

In drawing attention to the self-destructive tendency of the Enlightenment and the ensuing degeneration of its project of human emancipation, the DOE is testimony to CT’s firm commitment to such project. As discussed in Chapter Four (refer to Section 4.5, p.74), it was in a deliberate attempt to emphasise this commitment that Horkheimer (1976; originally published in 1937) sealed, in his famous programmatic statement, the overriding aim of CT as the emancipation of human beings from all forms of slavery. 

It is therefore important, from the very outset, to underline the fact that, from a CT perspective, the notion of human emancipation cannot be reduced to the status of mere attribute but should be located at the very core of CHRD. It is the central theme that drives a CT-enabled CHRD forward and that exerts a ‘gravitational pull’ on all that is said and done in the name of CHRD – so that one cannot talk about and do CHRD without addressing the question of employee emancipation, even, to borrow from Marcuse, ‘in the face of a failing practice’ (1964, cited in Held, 1980, p.37). 

Redeeming the Emancipatory Intent of HRD 

In exposing the dialectic of Enlightenment, Adorno and Horkheimer’s (1997) text directs a sober warning at HRD: HRD runs the risk of weaving a wicked dialectic of its own and transform its emancipatory intent into an instrument of domination because of the primacy given to the performance paradigm and the SHRD discourse within the field (Elliott and Turnbull, 2002; Rigg et al., 2007) – where it becomes locked in a paradox in which the more it grows in strategic importance, the more insensitive it becomes to the emancipatory needs of its constituencies; and the more it extends its boundaries and scope of activities, the stronger grows its power to alienate and dominate (Harvey, 1990).  

The onus is thus placed on CHRD, as redeemer of HRD’s emancipatory intent, to challenge HRD to accommodate critical reflection on its ‘recidivist tendency’ to cycle back to a performative stance and an exclusively strategic focus, and to relocate the project of human emancipation at the core of its agenda, if its emancipatory intent is ‘not to be wholly betrayed’ (Adorno and Horkheimer, 1997, p.xv). Taking a leaf from Adorno and Horkheirmer’s (ibid.) book, this study contends that despite its ‘predominantly performative’ (Elliott and Turnbull, 2005, p.917) and strategic orientation, HRD still carries the seed of employee emancipation, which is however inseparable from enlightened reasoning and can therefore only be effectively recovered via CHRD’s commitment to reflexivity – a defining characteristic of CHRD already identified in the literature (e.g. Callahan, 2007; Fenwick, 2005) which is here reinforced although more explicitly linked to an emancipatory intent.

The Meaning of the Critical in a CT-Enabled CHRD

The DOE elicits further reflection on the meaning of the critical in CHRD and it is appropriate at this point to consider how this can add to extant literature. It is proposed here that, from a CT perspective, CHRD is critical for the following four key reasons:

(i)	It is iconoclastic – reaffirming Sambrook’s (ibid.) treatment of the term, a CT-enabled CHRD is the dissenting and counterfactual paradigm that is pitted against its ‘uncritical other’ (mainstream HRD). As such, it aims to expose HRD’s internal contradictions, challenge its irrational belief systems, unquestioned assumptions, distorted accounts of reality and oppressive ideologies (sustaining the mythic cult of SHRD) that only serve to raise barriers to CHRD practice (Held, 1980; Rigg et al., 2007).

(ii)	It provides an enriched analytical toolkit for criticism – a CT-enabled CHRD provides researchers with an analytical toolkit enriched by a polymathic research agenda (including key themes such as modes of domination, instrumental reasoning, consumerism, technocracy, etc. which are discussed in more detail in the following sections) to enable an in-depth examination of the barriers to CHRD practice mentioned under (i) above (Arato and Gebhart, 1993).

(iii)	It is emancipatory – typical of the critical sciences, a CT-enabled CHRD is underpinned by an emancipatory cognitive interest and aims to bring about the conditions in which HRD’s emancipatory intent can be redeemed (Habermas, 1987b). As such, CHRD displays strong affinities with critical realism (refer to Chapter Three, Section 3.4, pp.49-55), which can be an effective ‘underlabourer’ for CHRD research (Bhaskar, 1975; Collier, 1994) –  which is why, it is argued here, a rapprochement between CHRD and critical realism is strongly desirable.





T2: Principle of Domination

KR2: CHRD as Detector of Modes of Domination 

Exposing and Removing Unnecessary Sources of Domination

One of the primary concerns of the Dialectic of Enlightenment was to draw attention to the principle of domination that drives Enlightenment thinking by considering its various manifestations in the course of Western civilisation. Such a concern presents CHRD with the challenge of taking on a leading role as detector of modes of domination – a role through which it can provide visible leadership in exposing and removing, across organisational lifeworlds, unnecessary and unwanted sources of domination that are oppressive, exploitive and counter-productive and that only serve to frustrate its emancipatory agenda (Bhaskar, 1986). 

This particular role entails the use of investigative tools and techniques that can effectively probe sedimented meanings and well-entrenched value-systems and schemes of behaviour, which contribute to the normalisation of existing sources of domination. It also warrants an effective communication strategy to convince stakeholders of the deleterious effects and irrationality of exposed sources of domination and exploitation and therefore, of the need for their removal as a pre-condition for employee emancipation and enhanced organisational performance and success over the longer term. Thus, while being a key component of its emancipatory agenda, the role of CHRD as detector of modes of domination serves to both consolidate its position as counterfactual paradigm and reaffirm its commitment to denaturalisation, already identified as one of its defining characteristics in the literature (e.g. Callahan, 2007; Fenwick, 2005). 

Knowledge as Power to Emancipate

The role of CHRD as detector of modes of domination also brings into sharper relief its interest in the development of a form of knowledge that is clearly emancipatory (Habermas, 1987b). In attempting to expose and remove unnecessary and unwanted sources of domination (Bhaskar, 1986), CHRD has to resist approaches to knowledge development that perpetuate such sources of domination and that can be viewed as a measure of the will to power in dominant/elitist groups (refer to Chapter Five, Section 5.4, p.84). By contrast, the primary objective of knowledge development in CHRD is the creation of a knowledge base geared towards employee emancipation which, in opposition to the Nietzschean will to power, is thus best seen as a measure of the will to liberate and emancipate (Held, 1980). 

From Mimetic Behaviour to Collaborative Partnerships and Strategic Alliances

The Dialectic of Enlightenment pays particular attention to the way the principle of domination is expressed in mimetic behaviour – the (un)conscious process of adaptation through which human beings mimic objects of fear in a bid to ensure their self-preservation and eventually dominate them (Held, 1980). When transposed to the organisational level, mimetic behaviour (or what is sometimes referred to as mimetic isomorphism – e.g. see Garavan et al., 1999; McLoughlin, 1999) involves a form of selective (and often destructive) benchmarking in which organisations attempt to internalise and reproduce the oppressive and exploitive systems of values and behaviours of their much-feared competitors in order to ensure their own survival and, if possible, outperform them – a case of benchmarking gone wild and harnessed to the principle of domination; an act of compulsion driven by the maximisation of performance and profit, which all too often results in the alienation, if not the sacrifice (through restructuring and downsizing) of those deemed expendable.







KR3: CHRD as Facilitator of Creative Reasoning

Supplanting Instrumental Reasoning with Creative Reasoning

It is through Adorno and Horkheimer’s (1997) philosophical excursus in Kant, de Sade and Nietzsche that the Dialectic of Enlightenment expounds the notion of instrumental reasoning. As explained in greater detail in Chapter Five (refer to Section 5.5, pp.85-88), this form of reasoning can be construed as the principle of domination placed under the spell of purely subjective reason. It often involves, as portrayed in de Sade and Nietzsche, a transvaluation of values – where reason, totally free from external guidance and disengaged from prevailing moral norms, is used to justify fraudulent behaviour, the callous pursuit of personal interests and the treatment of others as soulless objects of exploitation  (Held, 1980). 

Following Kant’s (2009, p.1) intimation – Sapere Aude! ... Have the courage to use your own understanding – this study exhorts CHRD to have the courage to use its reasoning powers to supplant instrumental reasoning with creative reasoning. In other words CHRD, as facilitator of creative reasoning, is entrusted with the responsibility to: (i) denounce, invalidate and outlaw all forms of instrumentalised action, which involve the ruthless calculation of means/ends and the deliberate oppression and exploitation of human beings, and (ii) promote forms of action which are de-instrumentalised and which can lead to beautiful consequences – i.e. working conditions in which the determination of means/ends reflect a reconciliation of stakeholder needs and interests and all, as an inalienable human right, can work towards the betterment of their social and working lives (Condorcet, 1995; Jay, 1973; Kramnick, 1995; see also Brookfield, 1994).

T4: Critique of Positivism 

KR4: CHRD as Non-Positivist and Radical Paradigm

The De-Mathematisation of Organisational Reality

In line with CT’s epistemological assumptions, the Dialectic of Enlightenment takes positivism to task to explain how it provides a strong philosophical basis for the principle of domination that underwrites Enlightenment thinking: because of its disdain for words and its compulsive drive to mathematise the world – where numbers are seen as the sole bearers of truth and thus as the only cogent, objective and value-free means to explain the world – positivism leads to a loss of meaning and closes off the possibility for intelligibly addressing moral issues and framing change efforts toward more emancipatory social realities (refer to Chapter Five, Section 5.6, pp.88-89).

In view of the anti-positivist orientation of the Dialectic of Enlightenment, this study confirms CHRD as non-positivist and radical paradigm. As such, one of CHRD’s primary concerns is to de-mathematise the organisational lifeworld – i.e. CHRD is assigned the task of removing ‘the ideational veil of mathematics’ (Husserl, 1970, cited in Held, 1980, p.167) cast by positivism over organisational life (and HRD research) in order to promote qualitative modes of inquiry through which the right to meaning can be reclaimed – for, as frequently reminded in this study, qualitative investigations (especially those rooted in dialectical thinking) can intelligibly address the moral dimension of organisational life and enable an in-depth examination of the existing social order that can in turn effectively frame emancipatory change (Benson, 1977; Carr, 2000). Thus, the role of CHRD as non-positivist and radical paradigm serves to strengthen its commitment to ‘depth investigations’ that are not hinged on positivism (Valentin, 2006) and to the project of employee emancipation whilst reaffirming its strong affinities with critical realism (refer to Chapter Three, Section 3.4, pp.49-55) .

A De-Reifying Research Agenda

As radical paradigm, CHRD is also called to resist the reifying tendencies of positivism. As reminded by Adorno and Horkheimer (1997, p.5), by making number the ‘canon of the Enlightenment’, positivism leads to the reification of both people and society – where human beings are reduced to the state of lifeless objects of study that can be readily subjected to the rules of computation but that remain powerless in the face of a social reality, which is presented as ‘frozen’ and beyond their influence (see also Buck-Morss, 1977; Craib, 1992; Lukács, 1971). 

Therefore, one of the primary concerns of this study is to consolidate the position of CHRD within the radical paradigm and underline its de-reifying research agenda. Unlike positivism, CHRD is not driven by the rules of computation that tend to ‘freeze’ the existing social order but by the search for meaning through which emancipatory change can be brought about. Accordingly, its research agenda aims to resist the reification of both people and society in positivism by: (i) raising the ontological status of human beings as shapers of the organisational lifeworld and recognising their need for emancipation (Harvey, 1996), and (ii) adopting a view of organisational structures as only ‘relatively enduring’ and therefore subject to change – which, once again, makes the case for closer links between CHRD and critical realism (refer to Bhaskar’s TMSA in Chapter Three, Section 3.4, pp.52-53). 

T5: Psychoanalysis of Enlightenment Rationality

KR5: CHRD as Psychoanalytical Tool

Adorno and Horkheimer’s philosophical excursus into Homer’s Odyssey provides valuable psychoanalytical insights into the workings of the principle of domination, especially as manifest in instrumental reasoning and mimetic behaviour (refer to Chapter Five, Section 5.7, pp.89-93). It is argued here that CHRD can draw from such insights to refine its interpretative sensitivity and develop a ‘psychoanalytical toolkit’ (exploratory tools of perception and motives) that can allow for a greater focus on issues of power, domination, repression, freedom and autonomy, all of which have received scant attention in the HRD literature (Rigg et al., 2007). What follows is an indication of how a reading of Homer’s Odyssey can inform CHRD as psychoanalytical tool.  

Insights into the Psyche of the Instrumental Subject

The tale of Odysseus, the Homeric archetype of the instrumental subject, is instructive of how the external environment ‘exerts a formative influence on the psyche of the individual’ (Fromm, 1993, p.486) and induces in them mimetic behaviour and instrumental reasoning, viz. Odysseus is a powerful reminder of how individuals, when faced with the ‘brute forces’ in their external environment, tend to mimic these brute forces in order to satisfy their instinctual drives for self-preservation and domination. 

A critical examination of the impact of contextual factors on the psyche of the instrumental subject can therefore be seen as a key component of CHRD’s psychoanalytical toolkit. It is however argued that this need not entail a strenuous and resource-intensive exercise – since a ‘psychoanalytical spree’ might lead to either ‘paralysis by analysis’ and/or exacerbate defensive routines and, in any case, hinder swift remedial action. What is perhaps more appropriate is a sufficiently probing yet reasoned and responsible inquiry into the extent to which contextual factors are turned into ideology to legitimate oppressive and exploitive relationships – in a bid to root these out.

The Creation of a Dialogical Reality  

The episode depicting the encounter between Odysseus and the sirens sheds light on the alienating effects of instrumental reasoning, showing how it inevitably leads to an anti-dialogical reality in which all channels of communication are cut off and the performance principle reigns supreme –where workers, typical of those still trapped in the Taylorist/Fordist paradigm, have to perform under intense pressure to carry out tasks which are imposed upon them and in which they have no say or interest, leading to a complete surrender of their freedom and autonomy (Whitebook, 1996).

In line with its non-performative stance already identified in extant literature (e.g. Callahan, 2007; Elliott and Turnbull, 2002), CHRD is called upon to militate against an anti-dialogical reality and work towards its opposite – i.e. the creation of a dialogical reality in which (i) the motives and intentions driving the performance principle can be exposed and challenged and (ii) the possibility for negotiated degrees of employee freedom and autonomy can be discursively explored (see also Sambrook’s (2009) concept analysis of CHRD which rejects performance as the dominant paradigm within the HRD field and argues in favour of greater dialogue).

The Complex Pattern of Domination and Negotiated Degrees of Freedom and Autonomy

Odysseus’s encounter with the sirens also draws attention to the need for a multilayered understanding of the complex pattern of domination. As exemplified by Odysseus in his battle against the brute forces of nature, domination can be exercised by the external environment, by other human beings and by self in the form of repression (Benhabib, 1996). 

By integrating the above insight into its psychoanalytical toolkit, CHRD can augment its role as detector of modes of domination (see KR2 above) and develop a more sophisticated understanding of the way domination is exercised across the organisational lifeworld. The argument here is that the more sensitive CHRD becomes to the multiple sources and forms of domination, the more significant its contribution to their removal or to the attenuation of their negative effects in the workplace and on the learning process. Moreover, as noted in Chapter Five (refer to Section 5.7, p.93), domination bears an inverse relationship with individual freedom and autonomy. Hence, the more CHRD can contribute to the removal or to the attenuation of the negative effects of the various sources and forms of domination, the greater the degree of freedom and autonomy experienced by employees. This is in line with the realist view of employee freedom and autonomy adopted in this study. The term realist is used here to mean a ‘resigned acceptance’ (Benton and Craib, 2001, p.120) – for, given the constraining structures and roles from which organisational actors can never altogether escape, it is held here that employee autonomy and freedom are best construed in terms of degrees – as situated, negotiated and a function of the efficacy of CHRD in its roles as detector of modes of domination and psychoanalytical tool.

9.3 Application of One-Dimensional Man (IDM) to CHRD

Two key CHRD roles are derived from Marcuse’s (1991) One-Dimensional Man, which are summarised in Table 9.2 below and expounded in the following discussion.

Critical Theory:Central Themes	Key Themes/Theoretical Issues (T)	Application to CHRD:Key CHRD Role (KR)
One-Dimensional Man(IDM)	T6: Consumerism and mass cultureT7: Positivism v. dialectical thinking	KR6: CHRD as custodian of an emancipatory           culture.KR7: CHRD as endorser of a dialectical mode of           thinking.

Table 9.2 Application of IDM to CHRD

T6: Consumerism and Mass Culture

KR6: CHRD as the Custodian of an Emancipatory Culture

Placing Employee True Needs and Interests at the Centre of the HRD Curriculum

Marcuse’s (1991) critique of consumerism takes mass culture (or the culture industry) as its key target: mass culture, with the advertising industry as its enabling mechanism, profits from the commodification of higher culture and the satisfaction of false needs. Consumerism thrives on the dilution, standardisation and reproduction of higher culture through ‘cultural products’ designed for mass consumption, and by enjoining consumers to purchase such products, which never really address their ‘true’ needs and interests – ripping in the process higher culture of its moral and educational value and of its emancipatory potential (refer to Chapter Six, Section 6.3, p.100). 

The role of CHRD as custodian of an emancipatory culture is derived from Marcuse’s (1991) critique of the culture industry. It challenges CHRD to resist, out of a duty of care for employees, the commodification of ‘higher culture’ in the design of L&D programmes in order to promote cultural forms that retain a high educational value and emancipatory potential as opposed to being solely driven by performance outcomes and strategic objectives. This entails the development of knowledge products and learning solutions that give a voice to employees and place their ‘true’ learning needs and interests at the centre of the HRD curriculum (see also Sambrook (2009) who identifies ‘learner voice’ and ‘negotiated learning needs and solutions as desirable CHRD empirical referents).

The Institutionalisation of a Tradition of Non-Conformity and Iconoclasm

The role of CHRD as custodian of an emancipatory culture also reaffirms its non-conformist, iconoclastic posture (Sambrook, 2009). It signals CHRD as the staunch opponent of reductionist approaches to L&D interventions through which they are stripped down to their exchange value (in this case,  their sole capacity to achieve corporate objectives and maximise profits). Following Marcuse (1991), such approaches tend to lock organisations into a one-dimensional mode of thought, leading to the institutionalisation of a tradition of conformity – where employees are pressured to unreservedly conform to the current social order and forced to ‘toe the line behind which stand the most powerful interests’ and cherished beliefs of dominant groups (Adorno, 1991, p.105). 

As opposed to consumerism and the culture industry, CHRD’s mandate is the institutionalisation of a tradition of non-conformity and iconoclasm in which all key stakeholders can, without fear of reprisal, effectively challenge (and reject if need be) those ‘cherished beliefs’ (Sambrook, 2009) and established schemes of behaviour that unnecessarily deny them the right to achieve a true sense of self, identify their true learning needs and interests, and self-develop. Thus, for CHRD, the triumph of a truly emancipatory culture resides in the retention of the real use value of L&D interventions (i.e. their capacity to emancipate) – a goal which is worth fighting for. 

T7: Positivism v. Dialectical Thinking

KR7: CHRD as Endorser of a Dialectical Mode of Thinking

The One-Dimensional Man is also a powerful reminder of the anti-positivist stance of the Frankfurt School and of its commitment to a dialectical mode of thinking. In it, Marcuse (1991) re-engages with the School’s searing critique of positivism by contrasting it with dialectical thinking in order to cast it as one-dimensional philosophy, exposing in the process its identity logic and its conformist orientation as the silent advocate of a sociology of regulation (refer to Chapter Six, Section 6.4, p.101).

Endorsing a Non-Identity Logic and a Politics of Possibility

What Marcuse (1991) holds against positivism is that it indiscriminately follows an identity logic. In its pursuit of objectivity and exactness, positivism strives for identity (unity) between the concept and its object of study. In positivism, the concept cannot exist in itself (as an outcome of reflection or operations of the mind – e.g. see Locke, 2009), but is only seen as the mere reflection of its object and of the social reality in which this object exists. Therefore, in striving for identity between the concept and its object, positivism fails to address the tension between what is and what ought to be and posits an ontology of being in which the existing social order seems to be transfixed and beyond human influence (Bohm, 1983; Harvey, 1996). As such, positivism works towards the preservation of the existing social order whilst downplaying the possibility for emancipatory change –  revealing itself as uncritical, conformist, the silent advocate of a sociology of regulation and hence, as one-dimensional  philosophy (Buck-Morss, 1977; Marcuse, 1991).

In stark contrast to positivism, dialectical thinking endorses a non-identity logic. As one of the key features of CT (refer to Chapter Three, Section 3.3, p.49), a non-identity logic rejects the equation of the concept with its object of study. While the concept can attempt to precisely describe and explain its object of study, it can (as the product of critical reflection or, more aptly put, the dialectical imagination) illuminate the ‘real’ object to which it refers with ideas, images and insights that can transcend its internal contradictions and frame emancipatory change – thereby addressing the ‘critical tension between is and ought’ (Marcuse, 1991, p.137). As such, dialectical thinking posits an ontology of becoming in which the existing social order is seen as non-permanent, dynamic and subject to challenge and change and a politics of possibility that can enable the conceptualisation and creation of more emancipatory (i.e. more democratic and flourishing) social conditions (Bhaskar, 1986; Bohm, 1983; Harvey, 1996) – thus revealing itself as critical, non-conformist, the staunch advocate of a sociology of radical change and hence, as multi-dimensional philosophy (Marcuse, 1991). 

A key concern was to firmly position this study within a dialectical mode of thinking in the vein described above (and from which ‘westernised forms’ of thinking seem to have taken a tangent). It is argued that, given its iconoclastic stance and commitment to emancipatory change, CHRD is already infused with dialectical thinking, which thus ‘comes to it naturally’ and can be seen as one of its core features. Therefore, the role of CHRD as endorser of dialectical thinking attempts to make this fact explicit (i) by promoting an ontology of becoming and a non-identity logic in which CHRD is seen as an evolving, multi-dimensional and open concept, accommodating of new meanings that can transcend its internal contradictions and augment its emancipatory potential, and (ii) by positing a politics of possibility that can effectively address the critical tension between the is and the ought and, to borrow from Kellner, frame change efforts towards more democratic and flourishing working conditions and learning environments ‘from the perspective of higher possibilities’ (1991, p.xv).

9.4 Application of Critique of Technocracy (CTECH) to CHRD

Two key CHRD roles are derived from the central theme, Critique of Technocracy. These are summarised in table 9.3 below and detailed in the following discussion.

Critical Theory:Central Themes	Key Themes/Theoretical Issues (T)	Application to CHRD:Key CHRD Role (KR)
Critique of Technocracy(CTECH)	T8: Technocratic consciousnessT9: Technocracy and the denial of ethics	KR8: CHRD as shaper of technology          development and application KR9: CHRD as guardian of ethics

Table 9.3 Application of CTECH to CHRD





KR8: CHRD as Shaper of Technology Development and Application

The HRD Function as Mediator of Technology Development and Application

A technocratic consciousness (or technocracy) tends to obscure the social dimension of technology and detract attention away from its own ideological import by promoting a determinist view of technology as an independent, self-regulating and irresistible force impacting societies and organisations. In so doing, technocracy veils the fact that technology is, more often than not, under the control of elitist groups (financial sponsors, technical experts, governing bodies, etc.) who are thus in a position to ‘turn it into ideology’ via their attempt to determine the course of its development in order to increase their power over the productive sources of society and to pursue their own technical and economic interests (Habermas, 1971) – thus upholding a form of calculating and exploitive action that is rooted in instrumental reasoning and that reinforces the imbalance in power between dominant and subordinate groups (Held, 1980).

Taking stock of the ideological import of technocracy, this study ascribes to CHRD the role of shaper of technology development and application. Under this particular banner, the HRD function is called to act as a stakeholder watchdog and mediate the process of technology development and application and take the lead in stemming the rise of technocracy across the organisational lifeworld by (i) foregrounding the social dimension of technology – i.e. by being a constant reminder of the fact that, far from being an independent external force, technology is socially shaped and that the influence of the ‘social’ far outweighs the ‘technical’ in the reasoning behind technology development and application (McLoughlin, 1999), and (ii) ensuring that the process of technology development and application reflects the interests of all organisational members (as opposed to the exclusive interests of dominant groups) and is based on the collective and ‘correct evaluation of possible alternative choices’ that can guard against calculating and exploitive forms of action (Habermas, 1971, p.92). 

Turning Technology into a Liberating Tool of Employee Emancipation

Moreover, as explained in Chapter Seven (refer to Section 7.2, p.109), technocracy underwrites a managerialist agenda. It provides the great justification for the transformation of managers into ‘technical experts’ and of technology into an instrument of exploitation geared towards the maximisation of performance, productivity and profit – a transformation which contributes to the normalisation of the performance principle, reinforces unequal knowledge and power relations between managers and their subordinates, and leads to the alienation of the latter as reified units of production that are totally assimilated into the ‘technical apparatus’ and stripped of their reasoning powers and sense of identity. In short, a form of technology-enabled managerialism which, when taken to extremes, can have disastrous effects as emphatically reminded by Huxley’s (2005) Brave New World (refer to Chapter Seven, Section 7.3, pp.110-111).





T9: Technocracy and the Denial of Ethics

KR9: CHRD as Guardian of Ethics

Establishing Ethics as a Category of Organisational Life

Another distinctive feature of technocracy that drew the attention of the members of the Frankfurt School is its denial of ethics ‘as a category of life’ (Habermas, 1971, p.112). As explained by Habermas (ibid.), this entails the collapsing of the ‘distinction between the practical and the technical’ in which primacy is given to the ‘technical’ and everything else (including moral rightness) is dismissed as scientifically unverifiable and thus irrelevant – thereby dissolving the possibility for the moral validation of pre-determined ends, which are imposed on others for the sake of technical control and power (refer to Chapter Seven, Section 7.4, pp.111-114).

In view of the above, CHRD is here assigned the role of guardian of ethics through which it can effectively resist the eschewal of ethics in technocracy and work towards its re-establishment as a key dimension of organisational life. Following Habermas (1971), this involves convincing stakeholders of the fact that the decision to eschew ethics in the determination of ends is itself a value judgment that cannot escape moral scrutiny – hence the need for all ‘technological ends’ involving the development, application and administration of technology to bear the ethical stamp of approval.

Autonomy as a Pre-Condition for Morally-Determined Ends

As previously explained, technocracy falls short of the Kantian categorical imperative (in which only the truly autonomous subject can will that their morally-determined end can meet with the approval of all and thus achieve a shared sense of justice) because it legitimates the imposition of pre-determined ends by dominant groups on their subordinates (Honderich, 1995) – depriving the latter of their autonomy as the necessary pre-condition for testing the moral validity of such ends whilst sapping, in the long run, their motivation to do so or to develop their ability to do so.  

As part of its role as guardian of ethics, CHRD is entrusted with the responsibility of negotiating degrees of individual autonomy so that stakeholders may have the opportunity, free from external pressure or influence, to test the moral validity of proposed ends or courses of action before their final approval. Integral to this responsibility is the provision of adequate training in moral reasoning and the development of a moral knowledge base designed to both motivate and equip stakeholders with the means to effectively contribute to the moral validation of proposed ends or courses of action, especially those that relate to the L&D process.

Achieving a Harmony between Ethical and Moral Reasoning

As evoked by Marx’s (1977) Brumaire, certain individuals or groups fail to achieve a  harmony between ethical and moral reasoning by one-sidedly choosing (often against their own sense of justice) to pander to the norms and values prevailing within their immediate context of experience in order to pursue their own interests (Kelly, 2000). Likewise, dominant groups within organisations often fail to achieve this harmony when they impose on their subordinates pre-determined ends, which reflect prevailing contextual values and norms in the service of technocracy – violating in the process their own sense of justice, so long as their actions yield the greatest benefit to themselves.

The role of CHRD as guardian of ethics emphasises its commitment to the broader principles of social justice and equity (Fenwick, 2005) and challenges it to preserve a certain harmony between ethical (contextually-embedded) and moral (universally applicable) reasoning – whereby organisational norms and values underlying ends (and the means by which they are achieved) are effectively aligned with those prevalent within the wider social context so that they can achieve a shared sense of justice and meet with the approval of all key stakeholders (Outhwaite, 1996). Again, this entails the inclusion of pedagogical methods in the HRD curriculum that foster the development of a reflexive mindset, moral knowledge and skills in moral argumentation.

9.5 Application of Communicative Action Theory (CAT) to CHRD







Critical Theory:Central Themes	Key Themes/Theoretical Issues (T)	Application to CHRD:Key CHRD Role (KR)
Communicative Action Theory(CAT)	T10: The colonisation of the          lifeworld	T11: The Ideal Speech Situation                         T12: Discourse ethics	KR10: CHRD as caretaker of the organisational             lifeworldKR11: CHRD as coordinator of ISS-Enabled             CALSKR12: CHRD as agent of workplace democracy

Table 9.4 Application of CAT to CHRD


T10: The Colonisation of the Lifeworld

KR10: CHRD as Caretaker of the Organisational Lifeworld

Resisting the Colonising Effects of the System 

Habermas (1984, 1987a) uses the metaphor of the lifeworld and system to explain the colonising effects of the system on the lifeworld. He contends that, within the heavily industrialised and bureaucratised Western societies, the system (consisting of the two sub-systems of state and economy respectively steered by the media of power and money) has become increasingly self-regulating and has decoupled itself from the lifeworld to act on it as a colonising force from above – where the systemic imperatives of the state and economy replace language with the ‘delinguistified’ steering media of power and money as the guiding principle of the lifeworld, and serve to legitimate a purposive, performative and purely instrumental form of action, even in situations where communicative action (i.e. social action placed under the binding force of free discourse and based on mutual understanding and consensus) is indispensable (refer to Chapter Eight, Section 8.4, pp.119-121).

Registering Habermas’s concern, it is argued here that the HRD process is one area of the organisational lifeworld where communicative action is indispensable and which needs to be brought under the binding force of free discourse. It is important at this point to note that this entails a dialectical conceptualisation of the HRD process in which free discourse in seen as its ‘predominant moment’, which shapes all its other extra-discursive elements (organisational structures, power and knowledge relations, material practices, etc.) and to which everything else tends to cycle back (Harvey, 1996; see also Chouliaraki and Fairclough, 1999). 

Reinstating Free Discourse as the Predominant Moment of the HRD Process
 
As caretaker of the organisational lifeworld, the primary aim of CHRD is therefore to reinstate free discourse as the ‘predominant moment’ (or key element) of the HRD process (Harvey, 1996) as a means to resist the colonising effects of the system and recover/preserve HRD’s emancipatory intent. This does not mean trying to eliminate the system altogether (as it ensures the functional integration of the organisational lifeworld), but building a democratic shield around the HRD process to protect it from the ‘colonizing encroachment of system imperatives’, which can lead to the dissolution of communicative action and its replacement with purposive, instrumental action (Habermas, 1992, p.444). This shield is kept in place by communicative action itself – ‘a cooperative process of interpretation’ and negotiation whereby organisational actors can, under the guiding principle of free discourse, reach consensus over situation definitions and proposed courses of action, especially those relating to HRD’s emancipatory agenda (Habermas, 1987a, p.120).

Thus, what CHRD inherits from Habermas’s (1984, 1987a) Theory of Communicative Action in its role as caretaker of the organisational lifeworld is the responsibility to institutionalise free discourse as a ‘mode of formation’ of the other extra-discursive elements of the HRD process through which the colonising effects of the system can be resisted and the project of employee emancipation that lies at the core of the HRD agenda can be effectively preserved or redeemed (Chouliaraki and Fairclough, 1999).

T11: The Ideal Speech Situation

KR11: CHRD as Coordinator of ISS-Enabled CALS

Reconstructing the Conditions for Free Discourse and Employee Emancipation

It is with the notion of the Ideal Speech Situation (ISS) that Habermas (1984; 1987a) attempts to reconstruct the conditions for free discourse and human emancipation (Held, 1980). As explained in Chapter Eight (refer to Section 8.5, pp.149-150), the ISS can be viewed as a microworld or a segment of the lifeworld, free from the principle of domination and in which free discourse ‘counts as the genuine and irreplaceable medium for reaching understanding’ and coordinating social action (Habermas, 1984, p.342). As such, it warrants the removal of all sources of domination, a suspension of unequal knowledge and power relations, a freezing of taken-for-granted assumptions and a ‘putting out of play of all motives except that of a willingness to come to a [shared] understanding’ over what can be collectively regarded as true, morally right and trustworthy (McCarthy, 1988, p.xiv). 

What is proposed here is the transference of the precepts and discursive infrastructure of the ISS to Critical Action Learning Sets (CALS) to bring them under the binding force of free discourse and augment their emancipatory potential and transform them into an enriched platform for CHRD practice. As explained in Chapter Two (refer to Section 2.4, pp.32-33), CALS stand for a non-elitist, non-performative and emancipatory version of action learning sets, which were put forward by authors such as Alvesson and Wilmott (1992, 1996) and Meyerson and Kolb (2000) as a form of experimentation in micro-emancipation and which, it was argued, could become a robust platform for CHRD practice. Therefore, in its role as coordinator of ISS-enabled CALS, CHRD is assigned the task of setting up ISS-enabled CALS across the organisational lifeworld in an attempt to (re)construct the conditions for free discourse as the ‘predominant moment’ of the HRD process and for employee emancipation (Chouliaraki and Fairclough, 1999; Harvey, 1996). 

In line with what is considered as a key precept in Critical Pedagogy, ISS-enabled CALS entail a symmetry in terms of both (radical) content and process (Giroux, 1981). In terms of content, they provide the ‘discursive units’ through which situation definitions and proposed courses of action can be validated by redeeming claims pertaining to (i) truth (where taken-for-granted assumptions are effectively challenged and situation definitions negotiated), (ii) moral rightness (where deviation from what is considered morally-binding is outlawed and proposed courses of action are morally justified), and (iii) sincerity (where deceptive or manipulative behaviour is exposed and the real intentions and motives underlying proposed courses of action are assessed) (Habermas, 1984; refer also to Table 8.1 in Chapter Eight, p.124).  

In terms of process, ISS-enabled CALS are founded on the type of ‘structures, procedures, roles and relationships’ that are free from the principle of domination, power asymmetries and other unnecessary constraints (Reynolds, 1999a, p.544). The aim here is not only to construct and preserve the conditions for free discourse (without which the effective redemption of validity claims mentioned above would remain impossible) but also to provide a psychologically safe environment in which individuals can self-emancipate whilst contributing to the emancipation of others (Habermas, 1984; see also Bhaskar, 1986).

Thus, ISS-enabled CALS represent an enhanced form of experimentation in micro-emancipation in that they: (i) warrant a fundamental symmetry between radical content and process, (ii) provide a robust discursive infrastructure for the inter-subjective validation of situation definitions and proposed courses of action against the criteria of truth, moral rightness and sincerity of intentions, (iii) promote a relational view of employee emancipation in which individual and collective emancipation are seen as inter-dependent, and (iv) highlight the importance of accounting for both the discursive resources (in the form of discursive units to validate situation definitions and proposed courses of action) and extra-discursive resources (in the form of material structures and an enabling network of relationships) vital to the successful implementation of emancipatory projects – addressing in the process the caveat already drawn in this study regarding the need to address both the cognitive and non-cognitive dimensions of human emancipation  (Bhaskar, 1986; Giroux, 1981; Habermas, 1984; refer also Chapter Three, Section 3.4, p.55).

Contributing to the Formation of the (Self)-Critical Subject

Following Habermas (1984; 1987a), a key beneficial outcome of the ISS-enabled CALS is the formation of the (self)-critical subject – one who is able to effectively redeem validity claims pertaining to truth, rightness and sincerity (which respectively relate to the objective (IT), the social (WE) and the subjective (I) worlds), and can, in the process, develop themself as an epistemic, a practical and an affective subject (refer to Table 8.1 in Chapter Eight, p.124.). 

As explained in Chapter Eight (refer to Section 8.5, pp.124-126), in relating to the objective world (IT), the epistemic subject becomes involved in a collaborative process of building cognitive models of reality and negotiating ‘situation definitions’, thereby developing, as a mature learner, a sociocentric (as opposed to an ‘egocentric’) understanding of the world (Habermas, 1984, p.69); in relating to the social world (WE), the practical subject has to develop and apply their moral knowledge to validate and, if need be, challenge prevailing moral laws and norms, thereby learning how to operate at a ‘post-conventional level of moral consciousness’ where moral laws and norms are themselves critically examined and appraised (Habermas, 1987a, p.174); and in relating to the subjective world (I), the affective subject has to critically examine and communicate their real motives and intentions and thus learn how to become more attuned to their ‘special domain of subjectivity’ and articulate their true beliefs, values and desires when interacting with others (Habermas, 1987a, p.75). 





KR12: CHRD as Agent of Workplace Democracy

A Dialogical Model of Moral Reasoning 

It was also explained how Habermas’s (1987a) Theory of Communicative Action rests on the principle of discourse ethics, which involves a reformulation of Kant’s categorical imperative (refer to Chapter Eight, Section 8.6, pp.126-127). Drawing attention to the atomistic and ‘solitary nature’ of the Kantian imperative (Borradori, 2003, p.59), Habermas (ibid.) argues in favour of a dialogical approach to moral reasoning, which brings it under the binding force of free discourse and at the centre of a democratic process of deliberation – where, instead of being subjectively determined, the moral validity of ends and proposed courses of action are to be intersubjectively determined by participants-in-dialogue to ensure that they express the common will and deserve the ‘qualified assent of all who are or might be affected’ by them (Outhwaite, 1996, p.183; see also Borradori, 2003). 

Whilst enlarging its responsibility as guardian of ethics (refer to KR9), the role of CHRD as agent of workplace democracy upholds Habermas’s dialogical model of moral reasoning to relocate the moral validation of proposed organisational ends and courses of action at the centre of a deliberative process anchored in free discourse. Although, as already explained, Habermas’s model has been the target of valid criticisms (notably the fact that it shares with the Kantian imperative the almost impossible task of having to generalise moral norms to the wider lifeworld), it was also argued that it is of significant value in that it can introduce a certain consistency and symmetry in the moral validation of proposed ends and courses of action – so that, even if they may fall short of deserving the ‘qualified assent of all’, they may gain in ‘moral currency’ and achieve a higher level of consensus across the wider organisational lifeworld (Finlayson, 2005; Outhwaite, 1996). 

A Shift from Technocracy to Deliberative Democracy





9.6 CHRD Framed: 12 Key CHRD Roles from a CT Perspective
	




























Critical Theory:Central Themes	Key Themes/ Theoretical Issues (T)	Application to CHRD:Key CHRD Role (KR)	Implications for Research & Practice	Potential Empirical Referents
Dialectic of Enlightenment(DOE)	T1: Degeneration of the project of human emancipationT2:Principle of domination T3:Instrumental reasoningT4:Critique of Positivism	KR1:CHRD as redeemer of the project of human emancipationKR2:CHRD as detector of modes of dominationKR3:CHRD as facilitator of creative reasoningKR4:CHRD as non-positivist and radical paradigm 	Reinforces commitment to reflexivity. Relocates, through critical reflection the project of human emancipation at the core of the HRD agenda. Clarifies meanings and responsibilities attached to CHRD.Reaffirms commitment to denaturalisation. Exposes and removes unnecessary and unwanted sources of domination. Knowledge development underpinned by an emancipatory interest. Resists mimetic behaviour in favour of partnerships and strategic alliances.Strengthens commitment to denaturalisation. Outlaws instrumental action that is potentially oppressive and exploitive and entails a transvaluation of values. Promotes courses of action that can lead to beautiful consequences.Promotes qualitative modes of inquiry that are not hinged on positivism. Militates against the reification of human beings and raises their ontological status as shapers of organisational reality. Displays affinities with critical realism by recognising the interdependency of structures and human agency. 	Employee emancipation at the core of the HRD agenda. Clear understanding of HRD remit and responsibility in relation to employee emancipation.HRD lead in detection and removal of unnecessary & unwanted sources of domination.  Knowledge products in support of employee emancipation.Partnerships and strategic alliances to boost OL.Intolerance of oppressive & exploitive behaviours. Commitment to continuous improvement of working conditions. Deep-probing and meaning-rich qualitative research driven by an emancipatory interest.Recognition of interdependency of organisational structures & practice.


Critical Theory:Central Themes	Key Themes/ Theoretical Issues (T)	Application to CHRD:Key CHRD Role (KR)	Implications for Research & Practice	Potential Empirical Referents
Dialectic of Enlightenment(DOE)	T5: Psychoanalysis of Enlightenment Rationality	KR5:CHRD as  psychoanalytical tool.	Emphasises commitment to non-performativity. Provides insights into the psyche of the instrumental subject. Works towards the creation of a dialogical reality as a means to resist performative values and negotiate degrees of freedom and autonomy.	Critical examination of instrumental behaviours.Dialogue to resist performative values and negotiate degrees of freedom and autonomy.
One-Dimensional Man(IDM)	T6: Consumerism and the culture industryT7:Positivism v. dialectical thinking	KR6:CHRD as custodian of an emancipatory cultureKR7:CHRD as endorser of a dialectical mode of thinking	Higher-order cultural values that provide a voice to learners and place their ‘true’ learning needs and interests at the centre of the HRD curriculum. Aims to institutionalise a tradition of non-conformity and iconoclasm.Promotes an ontology of becoming and a non-identity logic in which CHRD is viewed as an evolving and open concept. Posits a politics of possibility involving creative modelling as enabler of emancipatory change. 	HRD curriculum reflecting learner voice and addressing ‘true’ learner needs & interests.Tradition of non-conformity & challenge.Flexibility in meanings attached to HRD.Use of creative modelling to frame emancipatory change.
Critique of Technocracy(CTECH)	T8: Technocratic consciousness	KR8:CHRD as shaper of technology development and application	Reinforces commitment to non-performativity and denaturalisation. Mediates the process of technology development and application to foreground its social dimension and safeguard stakeholder interests. Aims to transform technology into an emancipatory tool by exposing the alienating effects of exploitive behaviours and the reinforcement of unequal knowledge/power relations via technology and ensuring a balance between performance and learning objectives.	HRD function as mediator of technology development and  application.  Technology as enabler of employee emancipation.

                     
Critical Theory:Central Themes	Key Themes/ Theoretical Issues (T)	Application to CHRD:Key CHRD Role (KR)	Implications for Research & Practice	Potential Empirical Referents
Critique of Technocracy(CTECH)	T9: Technocracy and the denial of ethics	KR9:CHRD as guardian of ethics	Emphasises alignment with broader principles of social justice and equity. Works towards the establishment of ethics as a key dimension of organisational life by submitting ends to moral scrutiny. Emphasises a harmony between ethical and moral reasoning.	(Technological) ends subject to moral scrutiny. Alignment of contextual values and norms with the broader democratic principles of social justice and equity..
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9.7 CHRD: An Advanced Paradigm Rooted in Dialectical Thinking

It is now appropriate to consider the key implications of the 12 key CHRD roles developed in this chapter. First, this exercise has served to reinforce the current conceptualisation of CHRD, notably its commitment to non-performativity, denaturalisation and reflexivity (Callahan, 2007; Elliott and Turnbull, 2005; Rigg et al., 2007). It has also confirmed CHRD’s iconoclastic stance and emancipatory intent (Sambrook, 2009), underlined its non-positivist orientation (Valentin, 2006) and emphasised its alignment with the broader principles of social justice and equity (Fenwick, 2005). 

Second, this exercise has served to consolidate the theoretical foundations of CHRD and expand its conceptual dimensions. In line with CT, it has firmly grounded CHRD in a dialectical mode of thinking and attached new meanings and responsibilities to it in an attempt to augment its emancipatory potential. In so doing, it has:

(i)	relocated CT’s project of human emancipation at the core of CHRD to highlight its centrality in whatever is said and done in the name of CHRD (Adorno and Horkheimer, 1997; Horkheimer, 1976);

(ii)	expanded the meaning of the critical in CHRD to bring into sharper focus its iconoclastic posture, emancipatory interest and transcending properties (Bhaskar and Hartwig, 2010; Callinicos, 2003; Habermas, 1987b);

(iii)	provided CHRD with an analytical toolkit enriched by a polymathic research agenda to enable an in-depth examination of the principle of domination in its various guises and expose the potential barriers to CHRD practice (Arato and Gebhart, 1993);

(iv)	drawn attention to the strong affinities between CHRD and critical realism in view of their respective ontological and epistemological assumptions and commitment to the project of human emancipation – hence making the case for a rapprochement between the two (Bhaskar, 1986, 1989);

(v)	endorsed a non-identity logic and an ontology of becoming in which CHRD is viewed as an evolving, open concept, accommodating of new meanings that can augment its emancipatory potential (Held, 1980; Marcuse, 1991; see also Lee, 2003) and, relatedly,  posited a politics of possibility that can frame change efforts towards more  emancipatory workplace conditions (Bhaskar, 1986; Bohm, 1983; Harvey, 1996);

(vi)	established ethics ‘as a category of [organisational] life’ (Habermas, 1971, p.112) and as a pre-condition for morally determined ends in relation to technology development and applications and, by extension to all areas of organisational activity. Moreover, the importance of achieving a harmony between ethical and moral reasoning was underlined in order to reaffirm CHRD’s commitment to the broader principles of social justice and equity (Fenwick, 2005; Kelly, 2000);

(vii)	re-instated free discourse as the ‘predominant moment’ of the HRD process as a means to resist the colonising effects of systemic imperatives and reconstruct the conditions for employee emancipation and CHRD practice (Chouliaraki and Fairclough, 1999; Habermas, 1984, 1987a);

(viii)	promoted ISS-enabled CALS as a communicative platform for validating situation definitions and proposed courses of action and, importantly, for experimentation in employee emancipation and CHRD practice (Alvesson and Willmott, 1992, 1996; Habermas, 1984, 1987a); 

(ix)	emphasised the need for a symmetry between content and process of ISS-enabled CALS whilst highlighting the importance of paying attention to both the cognitive and non-cognitive dimensions of CHRD’s emancipatory agenda as a necessary condition for ‘full’ employee emancipation (Bhaskar, 1986; Giroux, 1981); and 

(x)	promoted a model of deliberative democracy that warrants the integration of strategic action into communicative action whereby a fundamental symmetry can be achieved between strategic and moral imperatives (Habermas, 1984, 1987a; Held, 1990).





This chapter has presented the core contribution of the thesis and brought the focus on the following key issues: 

First, the purpose of the 12 key CHRD roles established in this study is twofold. They serve to: (i) reinforce the current conceptualisation of CHRD by reinforcing some of its key precepts and defining characteristics, which have already been identified in extant literature, and (ii) consolidate the theoretical foundations of CHRD and expand its conceptual dimensions by attaching new meanings and responsibilities to it in an attempt to augment its emancipatory potential. As such, this exercise has, inter alia, located CT’s project of human emancipation at the core of CHRD, expanded the meaning of the critical in CHRD to bring into sharper focus its iconoclastic posture, emancipatory interest and transcending properties, provided CHRD with a polymathic research agenda, drawn attention to the strong affinities between CHRD and critical realism, promoted a view of CHRD as an evolving and open concept and reaffirmed its commitment to the broader principles of social justice and equity.  

Second, drawing from Habermas’s (1984, 1987a) Theory of Communicative Action, this study has proposed ISS-enabled CALS as a communicative platform for experimentation in micro-emancipation and CHRD practice. ISS-enabled CALS involve the transference of the precepts and discursive infrastructure of the ISS to CALS in a bid to re-instate free discourse as the key element of the L&D process and to reconstruct the conditions for employee emancipation. As such, ISS-enabled CALS warrant the development of an effective emancipatory strategy in which attention is paid to both content and process and to both the cognitive and non-cognitive dimensions of human emancipation as a necessary pre-condition for the ‘material’ practice of CHRD and for the possibility for ‘full’ employee emancipation. ISS-enabled CALS also promote a deliberative model of workplace democracy, which warrants the integration of strategic action into communicative action – whereby situation definitions and proposed courses of action can be intersubjectively validated and a fundamental symmetry can be achieved between strategic and moral imperatives. 

Third, the 12 key CHRD roles established in this study were integrated into a conceptual framework to underline their implications for research and practice and draw attention to their potential empirical referents. Whilst primarily directed at academics and researchers, it was argued that it can effectively complement existing work in the subject area to inform further CHRD research. By way of example, it is used as an analytical lens for the field investigation carried out in Part II of this study.

Finally, an argument was developed as to why, in its expanded form, CHRD can be viewed as an advanced paradigm rooted in a dialectical mode of thinking in that it can: (i) effectively challenge HRD to move beyond a dichotomous mode of thinking and transcend its contradictory tensions in order to achieve a post-reflective understanding of itself, re-engage with its moral dimension, and redeem its emancipatory intent and (ii) serve as a powerful lever for workplace learning and democracy by bringing the possibility for an evermore flourishing, empowering and emancipatory workplace under the binding force of free discourse. 



























 FOR CHRD PRACTICE

 This admittedly tentative work is for radicals …




This chapter completes the theoretical component of the study. It builds on the conceptual expansion of CHRD carried out in the preceding chapter to develop a metaphorical model for CHRD practice. Since the model is metaphorically-based, the chapter begins by gauging the generative capacity of metaphors, which refers to their creative role in theory building and which is here seen as a function of their status (as dead/dying or live) and their relative value (as basic or root). 

The chapter then explains why the notion of constructive wave interference can be used as a live root metaphor for CHRD practice – drawing attention to the rich repertoire of ideas and images that it contains and that can be analytically transferred to CHRD practice in order to illuminate it from perspectives which would have otherwise remained obscure or inaccessible. 

Next, the chapter presents the model by describing its key components, which are mostly derived from Habermas’s (1984, 1987a) Theory of Communicative Action. The model’s primary purpose is to provide an enabling platform from which the 12 key CHRD roles established in this study can be effectively delivered – with the key intended outcomes being the achievement of a fundamental symmetry between strategic and moral imperatives, performance and learning outcomes, and a move towards workplace conditions for ‘full’ employee emancipation.

The chapter proceeds to explain how the notion of constructive wave interference informs the mechanics of the model and sets it in motion – where, similar to constructively interfering waves, ISS-enabled CALS (as one of the key components of the model) can constructively interfere with each other to create a wider emancipatory thrust that is necessary for an organisation-wide and sustainable model of CHRD practice. Attention is drawn to how the model enables a dialectical conceptualisation of CHRD practice which (i) emphasises the need for a holistic approach to CHRD practice, (ii) brings it under the binding force of free discourse, (iii) effectively addresses the tension between the cognitive and non-cognitive dimensions of its emancipatory agenda, and (iv) warrants a commitment to a type of change that is nothing less than radical. 

Finally, the chapter considers the key implications of the model to underline its value as a framework for further metaphorical explorations into CHRD, a springboard for empirical studies and a heuristic device for CHRD practice. The chapter concludes with a summary of key issues raised, which brings the theoretical component of this study to a close. 

10.2 Gauging the Generative Capacity of Metaphors

Metaphors are perhaps the most pervasive and powerful form of discursive resources that are accessed in practically every single communicative act. Notwithstanding Morgan’s (1986, p.12) ubiquitous definition of metaphors as ‘a way of thinking and a way of seeing’, much has been said in relation to their type (Grant and Oswick, 1996), their power in defining reality and framing action (Marshak, 1998; Tsoukas, 1991), their role in the structuration of thought and organisational analysis (Lakoff and Johnson, 1980; Morgan, 1986) and, of particular relevance here, their generative capacity with respect to their creative influence in theory building (Black, 1962; Ortony, 1993).

The Generative Capacity of Metaphors

The term ‘generative capacity’ underlines the fact that, more than a figure of speech or a rhetorical adornment for ‘embellishing discourse’ (Morgan, 1986, p.13), metaphors represent a mode of thought that can frame the process of engaging with complexity in social/organisational analysis and theory development. As explained by Morgan (ibid.), ‘generative capacity’ refers to the extent to which ideas, images or representations from the metaphor (as the source domain) can be analytically transferred to a concept, situation or phenomenon under scrutiny (as the target domain) – enabling fresh insights that would not normally emerge within the target domain in the absence of the metaphor and that would have hitherto remained hidden (see also Black, 1962).  

Status and Relative Value

Although a range of criteria can be used to gauge the generative capacity of metaphors (e.g. refer to Schön’s (1993) contrast between ‘surface’ and ‘deep’ metaphors or Black’s (1993) distinction between ‘strong’ and ‘weak’ metaphors), the two criteria of status and relative value are adopted here for the sake of convenience and clarity (Grant and Oswick, 1996; Morgan, 1986). In terms of status, a metaphor can be described as either dead or dying or live. A dead or dying metaphor is one with which people are entirely familiarised and which has become ‘worn out’ or ‘buried deep’ in everyday language. As a source domain, the metaphor has become so close to its target domain that its key features are immediately related to the latter and embedded within an understanding of it. It is because of this cognitive proximity that the potential for creative transference between the metaphor and its target domain is very low (e.g. using ‘organisation as metaphor’ to develop organisational theory).  

On the other hand, a live metaphor is mostly unfamiliar terrain and is not commonly used in everyday language. It is distant from its target domain as its key features are not immediately related or applicable to the latter. It is precisely because of this cognitive distance that the live metaphor can effectively illuminate its target domain (Nisbet, 1969) – by bringing to light, from perspectives which are not germane to the target domain, meanings and features which would have otherwise remained inaccessible (e.g. using the metaphor of panopticon – the all-seeing eye – to explain the psychological effects of electronic modes of surveillance) (Lyon, 1994; Morgan, 1986).

In terms of relative value, a metaphor can be described as either basic or root. A basic metaphor is one which presents limited possibilities of transference because it can establish only a few points of contact with its target domain. Although a basic metaphor can be indispensable to human interaction, it is usually only used as a figure of speech or a poetic device to describe certain characteristics in its target domain. As such, it possesses a relatively low generative capacity – e.g. the use of ‘tiger’ to describe the ferocity of a fighter or the economic strength of one of the smaller East Asian countries (refer to Lakoff and Turner (1989) for a more sophisticated discussion of the ‘basicness’ of metaphors where the more basic the metaphor, the greater its degree of indispensability but the lesser its generative capacity). 

In contrast, a root metaphor is one which presents greater possibilities of transference because it can open up multiple points of contact with its target domain. Although it is not indispensable to everyday human interaction, it is best conceived as a conceptual source domain which contains a rich repertoire of ideas and images that can be transferred to the target domain and significantly enrich knowledge development within it. As such, it possesses a relatively high generative capacity (e.g. see Black (1962) who uses the term ‘conceptual archetype’ to describe root metaphors and the repertoire of ideas that they contain). 
The generative capacity of live root metaphors in theory building can be seen at work, for example, in Marx’s use of the ‘building-like metaphor of base and superstructure’ (Bottomore, 1991, p.45) to propound his theory on capitalism in which the legal and political structures of society (the superstructure) are determined or conditioned by its economic structure (the base) or, as discussed in Chapter Eight, in Habermas’s two-level metaphorical conceptualisation of society as lifeworld and system to explain their ‘decoupling’ and the colonising effects of systemic imperatives on the lifeworld, which is a key component in his theory of communicative action (see McCarthy, 1984). 

10.3 Wave Interference: A Live Root Metaphor for CHRD Practice

In light of the above discussion, the notion of wave interference is used as a live root metaphor for CHRD practice. The metaphor of wave interference has a live status because of its ‘cognitive distance’ from CHRD (i.e. because it is not immediately related or applicable to CHRD) and can thus effectively illuminate CHRD through the creative transference of perspectives, which would remain inaccessible in its absence. Also, it can be seen as a root metaphor or a powerful conceptual source domain because, although not indispensable to CHRD, it contains a rich repertoire of ideas and images, which can be analytically extended to CHRD as its conceptual target domain by bringing to the fore some of the key features that account for organisation-wide and sustainable CHRD practice.





The Nature of a Wave

A wave is a phenomenon by which energy is transferred from one location to another in a specific medium. It requires an initial energy input and, as it moves away from its starting point, it creates a series of pulses or disturbances in the medium through which it travels. However, as the wave travels away from its point of origin and transfers its energy to the medium, the magnitude of its disturbance is reduced to zero, leaving little or no permanent displacement in the medium as a whole, which tends to return to its original rest position or state of equilibrium (McGraw-Hill Dictionary of Physics, 1997; Pitt, 1977). 





Wave interference is perhaps one of the most observed phenomena in the study of wave behaviour. It refers to what happens when two or more waves travelling in the same medium interact with each other – where they become superposed (i.e. one wave sat on top of the other) to form a new wave pattern whose pulse or disturbance is equal to the sum of the disturbances of the individual waves (Van Nostrand’s Scientific Encyclopaedia, 1983). 

Wave interference can be either destructive or constructive. Destructive interference occurs when interfering waves are incoherent or out of phase so that the resultant disturbance is decreased or reduced to zero. Constructive interference is observed when interfering waves are coherent or in phase so that the resultant disturbance is increased and equal to the sum of the disturbances of the individual waves (ibid.).

Returning to the mental picture of the circular pool, if an optimal number of vibrating objects are ‘strategically positioned’ on the surface of the water to send out fully coherent waves, they will, under ideal conditions, constructively interfere with and reinforce each other to create a complex wave pattern whose disturbance would extend to the whole water surface and would be significantly greater than the disturbances caused by the individual interfering waves – thus creating a wider dynamic across the water surface and maintaining it in a constant state of flux. It is this notion of constructive wave interference which informs the mechanics of the CHRD model proposed in this study. This is explained in the following section.

10.4 A Metaphorical Model for CHRD Practice 
































Key Components of the Model

Drawing primarily on Habermas’s (1984, 1987a) Theory of Communicative Action, the model consists of the following key components:

The Organisational Lifeworld 

The organisational lifeworld marks the boundaries of the organisation within its wider environment and provides the ‘ever-present horizon’ or background against which organisational members conduct their activities (McCarthy, 1984, p.xxvi). Following Habermas (1984; 1987a), there is a presupposition in the model that such activities should be rooted in communicative action – i.e. a model of deliberative democracy whereby, under the guiding principle of free discourse, a much-needed balance can be achieved between strategic and moral imperatives, system and social integration and, in more specific HRD terms, between performance and learning outcomes.   

The Colonising Force of System Imperatives

The model draws attention to how, in an increasingly competitive and marketised environment, the decoupled and self-regulating system (steered by the media of power and money and enshrined in technocracy) can act as a colonising force on the organisational lifeworld, leading to the dissolution of communicative action as its guiding principle and to an imbalance between strategic and moral imperatives in which primacy is given to the former – thereby legitimating a form of purposive action, which serves to marginalise ethics ‘as a category of [organisational] life’, obscure employee learning and development needs and legitimate an exclusively performative orientation (Habermas, 1971, p.112).

The Democratic Shield 





As described in Chapter Nine (refer to KR11, under Section 9.5, p.149-150), the ISS-enabled CALS in the model represent a form of experimentation in micro-emancipation. They can be seen as micro worlds or segments of the organisational lifeworld, the primary purpose of which  is to provide an enabling platform from which the 12 key CHRD roles established in this study can be effectively delivered, with the desirable outcomes being: (i) the creation of a democratic shield around the organisation to protect it from the colonising effects of the system, (ii) the displacement of purposive/instrumental action by communicative action and the reinstatement of ethics as a key dimension of the L&D process and organisational life, (iii) the achievement, as a result, of a fundamental symmetry between strategic and moral imperatives, system and social integration and performance and learning outcomes, and (iv) of no less importance, a move towards a more democratic and flourishing workplace, which satisfies the conditions for the possibility of ‘full’ employee emancipation (Bhaskar, 1986).

Constructive Wave Interference: Setting the Model in Motion

It is now appropriate to explain how the notion of wave interference informs the mechanics of the model and ‘sets it in motion’. Similar to the circular pool described in the previous section, the organisational lifeworld can be seen as a boundary-maintaining context which strives towards a state of equilibrium – i.e. a social order that tends to reproduce existing power structures, cultural values and schemes of behaviour which, all too often, only reflect the colonising imperatives of the system and the interests of dominant/elitist groups. 

The aim of the ISS-enabled CALS in the model is to upset this equilibrium by creating a disturbance and sending out a pulse of human emancipation across the organisational lifeworld in order to bring about the democratic conditions for emancipatory change. However, as micro projects, ISS-enabled CALS have a low energy input as they involve a small number of individuals and have very limited access to scarce organisational resources (Revans, 1980; Willmott, 1997). Hence, if they operate in isolation, ISS-enabled CALS will have little impact on the wider organisational lifeworld as the disturbance they cause within it is readily absorbed into the existing social order, even more so if they are one-off initiatives – where, very much like the pebble tossed in the circular pool, they make a ‘big splash’ before they quickly ‘die out’. The same can be said of the initial enthusiasm of dominant groups (who often see micro-emancipatory projects as nothing more than a cosmetic exercise to lift their own public image), which ‘fizzles out’ when emancipatory projects start to expose the inconsistencies and contradictions of the existing organisational order.  

Drawing from the notion of constructive wave interference, what is then needed is an optimal number of strategically positioned ISS-enabled CALS that can continuously (as a result of a constant energy input in the form of consistent access to discursive and material resources) send out fully coherent waves (in terms of frequency, reach and shaping power) of CHRD practice – waves that constructively interfere with each other to create a greater disturbance, a pulse of human emancipation strong enough to generate a wider emancipatory thrust that can set the whole organisation in motion towards more emancipatory workplace conditions. This wider emancipatory thrust, in turn, can: (i) serve to keep in place the democratic shield that protects the organisation from the colonising imperatives of the system, and (ii) contribute to the institutionalisation of an enabling network of structures and relationships that is necessary for organisation-wide and sustainable CHRD practice.

A Dialectical Conceptualisation of CHRD Practice

As can be seen above, the metaphor of constructive wave interference has a strong resonance with CHRD as its target domain (Keenoy, 1999). It is vital to an understanding of the mechanics of the model proposed in this study, which it brings to life and which, in its absence, would look like a stalled engine, impotent against technocracy and the colonising effects of the system. But even more importantly, it enables a dialectical conceptualisation of CHRD practice which: 

(i)	emphasises the need for a holistic approach to CHRD practice that effectively clinches the connection between the parts and the whole, the micro and macro levels of the organisation (Harvey, 1996) – an approach which enables one to not only preserve the efficacy of ISS-enabled CALS as micro-emancipatory projects (which tends to have an inverse relationship with size) but also to transfer this efficacy to the wider organisational lifeworld in synergistic fashion – where, through constructive interference, the combined effect of ISS-enabled CALS is greater than the sum of their separate effects and can effectively bring about the necessary conditions for an organisation-wide and sustainable model of CHRD practice;

(ii)	establishes discourse as the predominant moment of CHRD practice (Chouliaraki and Fairclough, 1999) – by bringing ISS-enabled CALS under the binding force of free discourse which, as a mode of thought, exerts a formative influence on all their other extra-discursive elements, and thus on all that is said and done in the name of CHRD;

(iii)	in virtue of (ii) above, endorses a model of deliberative democracy, which calls for greater inclusiveness and participation in view of the fact that emancipatory change should be administered not for organisational members by dominant/elitist groups, but with organisational members through collaborative learning or, in Freire’s (1970, p.51) terms, through ‘committed involvement’ and ‘co-intentional education’ (see also Fenwick, 2003, p.620) who describes emancipatory change as involving ‘democratic power with’ as opposed to ‘power over’ people);

(iv)	addresses the tension between the cognitive and non-cognitive dimensions of human emancipation – by underlining the need for a constant energy input in the form of access to both discursive and material resources – recognising the fact that talking about employee emancipation, though vital, is insufficient for bringing it about (e.g. see Bhaskar, 1986; Hamblett et al., 2002); and

(v)	warrants a commitment to radical change – in that it represents a transformational model of CHRD practice, the goal of which is the establishment of a democratic social order in which emancipatory change, even if gradual, tempered or whatever one may call it, is nothing less than ‘radical and thoroughgoing’ (Finlayson, 2005, p.52).

10.5 Key Implications of Model

A Framework for Further Metaphorical Explorations into CHRD

As reminded by Morgan (1986, p.13), every single metaphor can carry but a ‘partial truth’. Even live root metaphors with a high generative capacity have limitations in that they tend to illuminate their target domain ‘in a distinctive yet partial way’ – calling for a plurality of metaphors which, through a synthesis of ‘partial truths’, can enable a more comprehensive and in-depth understanding of the target domain (ibid.). Thus, while the metaphor of constructive wave interference considered above offers some valuable insights into the conditions for sustainable CHRD practice, it can be complemented by alternative root metaphors to enable a more complete understanding of CHRD. Below are some examples of root metaphors evoked by the model developed above, which can effectively frame further explorations into the nature of CHRD. 

The Horizon Metaphor – Habermas (1984) describes the lifeworld as the horizon, the ever-present background against which social action is organised under the guiding principle of free discourse. The image of the horizon can be pushed further to account for the ontological fluidity of CHRD and argue in favour of a multi-perspectival approach to theory building in CHRD – for, just as when contemplating the horizon, boundary and scenery shift together with the viewpoint, meanings attached to CHRD can vary depending on the relative position from which it is conceptualised. As previously underlined (refer to Chapter Three, Section 3.6, p.61), this study recognises that CT does not have a ‘monopoly of cognition’ (Marcuse, 1993b, p.451) over CHRD and is inviting of further rounds of theoretical explorations from alternative perspectives such as feminism, Marxism, post-colonialist scholarship, etc. (see also Fenwick, 2005; Rigg et al., 2007). 

The Organisation-as-Text Metaphor – since the model developed above entails a dialectical view of discourse as the predominant moment of the L&D process, it invites a focus on the discursive resources (in the form of speech, written documents or cultural artefacts, etc.) that constrain or enable such process. The Organisation-as-Text Metaphor can be used in a deductive way as an interpretive framework to critically examine these discursive resources (Cazal and Inns, 1998) – importantly, to draw attention to the historically sedimented texts which needlessly stifle employee emancipation, and which CHRD has to ‘excavate’ and displace to make way for ‘new texts’ that can support its emancipatory agenda. 

The Metaphor of Colonisation – this metaphor can be used as a sensitising device to explore the colonising effects of technocracy and systemic imperatives on the L&D process and the organisational lifeworld. The ideas, images and notions that can be wrought out of the metaphor (such as cultural imperialism, systematic exploitation, slave labour, uneven development, unwanted dependencies, destruction of self-sufficiency, displacement of people and values) can powerfully expose the brutality of exploitive relationships and the alienation that ensues (Taylor, 1991). In view of the unwelcome state of affairs that colonisation leaves in its trail, the metaphor also contains an injunction for transformational change, an appeal for a process of de-colonisation and de-alienation, and for the restoration of the individual’s right to self-emancipate.

The Ensemble Metaphor – the French term ensemble is used by Marx to describe society as a ‘structured network of relations in flux’ (Osborne, 2005, p.30). It elicits thinking about the dynamic and complex network of relationships which arise from the constructive interference of the CALS in the model proposed in this study and which underpins CHRD practice. The ensemble metaphor can be used in an inductive way to investigate this network of relationships and identify the necessary resources (both discursive and material) that can be made available in order to satisfy the conditions for full employee emancipation  (Bhaskar, 1986).

A Springboard for Empirical Studies

Whilst the model is not itself an empirical phenomenon, it can serve as a springboard for empirical studies. As indicated above, it can enable both inductive and deductive approaches to metaphorical explorations that can contribute to a complex understanding of CHRD practice from multiple perspectives. The model can also frame more ‘traditional’ qualitative research in the form of, for example, ethnographic CHRD inquiries from a Habermasian perspective – where through participant observation, the researcher can develop firsthand knowledge of collaborative processes of interpretation and deliberation within ISS-enabled CALS with a view to improving the dynamics of employee participation and the quality of learning experiences (e.g. see Forester, 1992). 

It is useful at this point to underline the fact that although this study has promoted CALS as a communicative platform for CHRD practice, these do not represent the unique medium through which the 12 key CHRD roles identified in this study can be effectively delivered. The precepts and discursive infrastructure of the ISS could be equally transferred to other micro-emancipatory projects, whether they be communities of practice, feminist projects or learning communities (Meyerson and Kolb, 2000; Reynolds, 1997) – which could therefore be the objects of CHRD inquiries using the model developed in this study as their starting block.
 
Another perhaps more innovative route would involve methods of inquiry rooted in Critical Discourse Analysis (CDA) to enable a thorough examination of the ‘textual production’ and procedural arrangements of ISS-enabled CALS (or any other micro-emancipatory project) in order to assess their efficacy in ensuring a symmetry in the validation of situation definitions and proposed courses of action, especially those that directly relate to the L&D process (refer to KR11 in Chapter Nine, Section 9.5, p.149-150). CDA can also serve to expose procedural inconsistencies or persistent inequalities within such projects in an attempt to further democratise their processes and enhance their emancipatory potential (e.g. see Bloor and Bloor, 2007). 

 A Heuristic Device for CHRD Practice

A major criticism which has been levelled at metaphors and the models they underpin is that they can be ‘pushed too far’ and dogmatically construed without much relevance to context (McLoughlin, 1999, p.8). However, metaphorical models do not have to be applied lock, stock and barrel irrespective of context. They are best seen, not as universal blueprints for practice, but as bearers of standards, which can inform and creatively shape practice whilst addressing the specificity of its context.  

In light of the above, the model developed in this study is deliberately kept broad and open – calling for a process of deconstruction when applied to CHRD in context. As such, the model can be used as a heuristic device to effectively inform the iterative process of reflection and action aimed at sustainable CHRD practice – where, for example, it elicits thinking about the optimal configuration of micro-emancipatory projects within organisations and the resource input needed to sustain them over the longer term. 









In developing a metaphorical model for CHRD practice, this chapter has raised a number of key issues: 

First, in considering the creative role of metaphors in theory building, attention was drawn to their generative capacity, which is seen in this study as a function of their status (as dead/dying or live) and relative value (as basic or root). This informed the choice of the notion of constructive wave interference as a live root metaphor for CHRD practice. It was then shown how such notion contains a rich repertoire of ideas and images that bring to the fore key features for sustainable CHRD practice (which, in its absence, would have remained obscure) and inform the mechanics of the CHRD model developed here. 

Second, the proposed model for CHRD practice was then detailed. Drawing heavily on Habermas’s (1984, 1987) theory of communication action, the model shows how ISS-enabled CALS can provide an enabling platform from which the 12 key CHRD roles established in this study can be effectively delivered. The aim is to build a democratic shield around the organisational lifeworld in order to protect it from the colonising force of the system (which provides the justification for purposive action and a performative focus) and to reconstruct the conditions for communicative action through which a fundamental symmetry between strategic and moral imperatives, and between performance and learning outcomes can be achieved, and an attempt can be made to satisfy the conditions for ‘full’ employee emancipation. 

Third, the notion of constructive wave interference was then applied to the model, to explain how, similar to constructively interfering waves, strategically-positioned and fully-coherent ISS-enabled CALS can constructively interfere with each other to send out a pulse strong enough to generate a wider emancipatory thrust that is necessary for an organisation-wide and sustainable model of CHRD practice. It is therefore argued that the metaphor of constructive wave interference has a high resonance with CHRD practice in that it effectively clinches the connection between the micro and macro levels of the organisation by both preserving the efficacy of ISS-enabled CALS as micro-emancipatory projects (which tends to have an inverse relationship with size) and transferring this efficacy to the wider organisational lifeworld in synergistic fashion  – where, through constructive interference, the combined effect of ISS-enabled CALS is greater than the sum of their separate effects and can bring about the necessary conditions for organisation-wide and sustainable CHRD practice.

Fourth, it was pointed out how the model enables a dialectical conceptualisation of CHRD practice, which (i) emphasises the need for a holistic approach to CHRD practice, (ii) brings it under the binding force of free discourse, (iii) effectively addresses the tension between the cognitive and non-cognitive dimensions of its emancipatory agenda, and (iv) warrants a commitment to a type of change that is nothing less than radical. 

Finally, the key implications of the model were considered and it was explained how (i) it can frame further metaphorical explorations to enable a more complete understanding of CHRD, (ii) serve as a springboard for empirical studies located in the qualitative paradigm, and (iii) be used as a heuristic device for CHRD practice ‘in context’ to optimise the outcomes of micro-emancipatory projects and enable the continuous improvement of the 12 key CHRD roles developed in Chapter Nine. 













































AN HRD FUNCTION AT THE CENTRE OF 




To set the empirical investigation into context, this chapter presents a brief overview of HealthServ’s background before focusing on its HRD function, HealthServ.Learning (thereafter referred to as HSL) as the ‘main unit of analysis’ to bring into sharper focus some of its key features, which are of particular relevance to this study. The chapter begins with a cursory glance at HealthServ’s geographical coverage, structure, workforce profile and financial position. HealthServ is one of the largest organisations in Scotland that provides for the healthcare needs of a diverse population within Scotland and beyond. While being accountable to the Scottish Government, it consists of three main divisions across which a well-trained workforce is deployed to deliver a comprehensive range of hospital, primary care and community services. The organisation’s financial position is viewed by top management as mostly positive despite the anticipation of substantial financial pressures. 

It is important to understand the nature of the change that has been driving the organisation forward since its inception and this is examined in a specific section including: (i) the use of a PEST analysis to identify the key drivers for change, (ii) recourse to Gersick’s (1991) notion of punctuated equilibrium to consider the type of change that the organisation has gone through over the past decade, paying particular attention to the two waves of discontinuous, transformational change, which have ‘punctuated’ the change process, and (iii) an explanation of why the change process at HealthServ can be described as a proactive strategic re-orientation, which called for a revision of the organisation’s ‘deep structures’ (identified here as strategy, culture, structure, power distribution and process) each time the change intensity hit a peak, as a way to sustain change efforts towards continuous improvement and service modernisation. 

The chapter then homes in on HSL to underline the leading role it is called to play within HealthServ’s changing context. Attention is drawn to how HSL has evolved into an integrated HRD function and moved to the centre of the organisation’s change agenda. As such, it has been driven by two primary concerns: (i) to be perceived as a lever for strategic change and make a significant contribution to the achievement of organisational aim and objectives, and (ii) to provide visible leadership in establishing The HealthServ Way – a behavioural code aligned with the broader principles of social justice and inclusion and based on the three tenets of person-centredness, partnership and integrity, which now represents the cornerstone of HealthServ’s cultural system and is seen as a key determinant of quality improvements in both staff governance and service delivery. 

Finally, a case is made in the concluding section as to why HSL offers a unique opportunity for CHRD research. While primarily based on documentary evidence, the preliminary analysis carried out in this chapter suggests that even though HSL is mostly orientated towards SHRD in demonstrating a strong strategic focus and well-entrenched performative values, it also bears some resonance with the precepts and values of CHRD in its attempt to establish The HealthServ Way – making it amenable to further testing, which this study sets out to do against a CT-enabled concept of CHRD. 

11.2 HealthServ: Organisational Background
(Refer to Appendix 1 for more details) 

HealthServ is one of the largest Health boards in Scotland that provides a comprehensive range of healthcare services to a diverse population of around 840,000 within Scotland while also catering for the healthcare needs of populations across the UK and the rest of the world (Five Year Plan, 2009). Since its establishment in 2001, change has been the only constant for the organisation, which has witnessed sustained restructuring efforts, culminating in the introduction of the Single System Working in April 2004 (Annual Report, 2008). This involved a whole system redesign which aimed to modernise and improve the organisation and delivery of service in view of HealthServ’s ‘aspirations to be Scotland’s best and one of the world’s top 25 health systems’ (HR and OD Strategy, 2008, p.9). HealthServ Board is accountable to the Scottish Government (SG) via the Scottish Government Health Directorate (SGHD) and oversees the three key divisions of the organisation: University Hospitals Division, Primary Care Services and Community Health Partnerships (CHPs) (Development Plan,  2006) (refer to Appendix 1, Sections 1 and  2). 
HealthServ is one of the largest employers in Scotland with a workforce of around 29,000 staff belonging to different ‘job families’ (such as medic and dental, nursing and midwifery, admin and support services) and deployed mainly across its three key divisions. Staff possess a wide range of generalist and specialist skills to enable the effective delivery of hospital, primary and community care services. They have access to a comprehensive training programme designed to build internal capability and provide equal opportunities for continuous professional and personal development in view of HealthServ’s aim and objectives (Workforce Report, 2010). Their contribution to the organisation’s change efforts has been duly recognised by management and there is a shared sense at board level that the single system working is already ‘yielding dividends’ – as evidenced by the financial position of HealthServ, which has been described as positive and ‘particularly gratifying’, despite the economic downturn and the cost-reduction measures/agreed savings targets facing the organisation in the near future (HR and OD Strategy, 2008, p.23) (refer to Appendix 1, Sections 3-5). 

11.3	Nature of Change at HealthServ








































Fig.11.1 HealthServ: Key Drivers for Change

Sources: HealthServ, Equality and Diversity (2007); Workforce Planning (2010); HealthServ Board, Financial Plan (2010); Johnson & Scholes (1999); SG, Better Health, Better Care, (2007); Equally Well (2008)

Type of Change at HealthServ: A Case of Punctuated Equilibrium?

The type of change that HealthServ has gone through over the past decade is perhaps best described as a case of punctuated equilibrium. The notion of punctuated equilibrium resists a view of change as gradual and continuous in favour of a conceptualisation of change as a pattern of ‘relatively long periods of stability (equilibrium) punctuated by compact periods of qualitative, metamorphic change’, leading to the alteration of the ‘deep structures’ of an organisation (Gersick, 1991, p.12). 

Deep structures refer to key interdependent ‘domains of organisational activity’ – such as strategy, structure, culture, power distribution and process – which represent an organisation’s ‘fundamental choices’ over the years and are determined by either external factors or managerial strategies or both (Hayes, 2010, pp.18; see also Nadler and Tushman, 1995). As such, they tend to be persistent (or at least, relatively stable) and have a significant bearing on the value system and pattern of activity of organisations.















Fig.11.2 Charting the Change Process at HealthServ 
Sources: Hayes (2010, p.25) [Adapted]; HealthServ, HR Strategy (2005);
HealthServ Board, One System: One Approach (2003)
     	
The first wave of transformational change occurred in 2001 involving a major restructuring exercise with the establishment of HealthServ as an umbrella organisation responsible for all healthcare services within a specific region of Scotland. This brought three of the then self-governing NHS trusts under the aegis of a unified health board – the HealthServ Board. The Board was entrusted with the responsibility for breaking down the artificial barriers that existed between the different trusts and for creating a more cohesive and coherent health service (One System: One Approach, 2003). 

The second wave of transformational change occurred in 2004 with another major restructuring exercise involving the introduction of Single System Working (SSW) and Community Health Partnerships (CHPs) and the formation of HealthServ’s three main divisions: University Hospitals Division, Primary Care Services and CHPs. The aim was to further remove organisational barriers impeding system improvement and to bring HealthServ closer to the community through partnership with key stakeholders and a more integrated approach to the organisation and delivery of healthcare services (HR Strategy, 2005; One System: One Approach, 2003). 

The introduction of the SSW coincided with the implementation of the Agenda for Change as an attempt to modernise the career and pay system in the NHS across the whole of the UK through the harmonisation of terms and conditions of service, job evaluation and the implementation of the NHS Knowledge and Skills Framework (KSF) (DoH, 2004a, 2004b) – augmenting the intensity of change and placing HealthServ under increased pressure to effectively manage that change. 

A Proactive Strategic Re-Orientation





























Fig.11.3 HealthServ: A Proactive Strategic Re-orientation 
 Sources:  Hayes (2010); HealthServ Board, Five Year Plan (2009);
 			 Nadler and Tushman (1995); SG, Better Health, Better Care (2007)

 
Strategy: HealthServ had to re-define its strategy to realign itself with the new ‘overarching purpose’ of the SGHD which represents ‘a significant step towards a Healthier Scotland’ and consists of three core objectives geared towards ‘health improvement, tackling health inequality and improving quality of healthcare’ (Better Health, Better Care, 2007, p.9). Given the resource constraints, HealthServ has been proactive in setting out measures and initiatives – notably HEAT targets and the 5x5x5 initiative – to accelerate the achievement of these core objectives (Delivery Plan, 2008; Five Year Plan, 2009). 

Culture: The organisation is intent on institutionalising ‘The HealthServ Way’, a cultural value system aligned with the broader democratic principles of social justice and inclusion and based on an ethos of person-centredness, partnership and integrity (HR Strategy, 2005). This warrants the creation of supportive structures and the adoption of an enabling management style that can extend the organisation’s reach to all its stakeholders and facilitate a partnership approach to the continuous improvement of service delivery – all of which is enshrined in the ‘concept of a Mutual NHS’ where staff, patients and external partners are seen as the ‘co-owners of the NHS service’ and indispensable agents of change towards a healthier Scotland (Better Health, Better Care, 2007, p.19).

Structure: The introduction of the Single System Working represented a major restructuring exercise with the purpose of ‘bringing back together an NHS system fragmented by the internal market’ and enabling a more integrated system of working that could ‘demonstrate clear service benefits’ (One System: One Approach, 2003, p.2). The formation of CHPs was an enactment of the organisation’s ethos of partnership and mutuality. This involved collaboration between HealthServ, local authorities, social care services, voluntary organisations and other agencies to shape the delivery of community-based services and bring them closer to where they are needed (Workforce Plan, 2008). 

Power Distribution: HealthServ remains a hierarchical organisation with a centralised board of governance and devolved decision-making powers at divisional level – with, on the one hand, HealthServ Board being responsible for strategic planning, resource allocation and performance management of the whole healthcare system and, on the other hand, each division having their own management structures to ensure the effective and efficient delivery of healthcare services within the strategic framework set nationally and at board level (Better Health, Better Care, 2007; HR Strategy, 2005). 

Process: HealthServ has embarked on a whole system improvement programme based on Kaizen  (a Japanese term meaning ‘change for the better’) principles to integrate and streamline processes in order to eliminate waste, reduce turnaround and waiting times and add value to service delivery (Annual Report, 2008). To date, 39 LEAN projects incorporating Kaizen principles have been completed to enable process improvements across a wide range of services in both hospital and community settings (Five Year Plan, 2009). 

Thus, HealthServ’s ‘deep structures’ detailed above can be viewed as the outcome of a continuous change process, which has been punctuated by two waves of transformational change since the turn of the century. It is worth underlining the fact that while HealthServ has undergone a major re-structuring exercise and attempted to reinforce its democratic orientation through the establishment of The HealthServ Way, the organisation remains highly hierarchical with a centralised board of governance and a strong focus on the achievement of strategic and performance objectives. 


11.4 HSL: A Lever for Strategic Change





The overriding concern of HSL is to be perceived as a lever for strategic change and make a significant contribution to the achievement of the organisation’s aim and objectives, which are themselves derived from those of the SGHD (refer to Figure 11.1, p.183). To this effect, HSL has developed a vertically-integrated, system-wide HRD strategy, which aims to ensure a robust alignment between workforce development and the organisational aim and objectives highlighted in Figure 11.4 above (Garavan, 1991). 





















Fig.11.4 HSL: A Lever for Strategic Change
Sources: HealthServ, HR Strategy (2005); Learning Plan (2008);
HealthServ Board, Five Year Plan (2009); HR & OD Strategy (2008) 

HSL is becoming more encompassing and is expanding its role as change agent. To this effect, it has increased its capacity for blended learning approaches (with e-learning as the key component) to facilitate lifelong learning, continuous professional and practice development, and career progression – so that staff can be ‘fit for purpose’ in order to contribute to change efforts towards service modernisation, especially when it comes to the successful delivery of HEAT targets and LEAN projects (refer to Figure 11.3, p.186). It has also taken a leading role in the delivery of a future-oriented coaching plan focused on the development of line managers and is becoming increasingly aware of the need for a marketing strategy to ensure equitable access to learning opportunities and initiatives that can effectively support staff in their current and future roles and optimise the ‘skill mix’ vital to the realisation of the organisation’s ambition ‘to be in the world’s top 25’ (Five Year Plan, 2009, p.6). 

Although not detailed in either past or present learning plans but merely mentioned in the HR Strategy (2005), HSL has also been experimenting with action learning sets – the aim of which, according to the HRD practitioner leading the project, is to provide staff with an opportunity to discuss and critically reflect upon specific issues/problems arising in the workplace and to empower them to take corrective and responsible action in order to enhance both work experience and organisational performance (Interview with Lead Practitioner for Continuous Professional and Practice Development (CPPD), 2008).

Establishing ‘The HealthServ Way’

The fact that HealthServ is still in a ‘formative stage’ is seen by the organisation as an excellent opportunity to establish its own culture (HR Strategy, 2005; HR & OD Strategy, 2008). The HealthServ Way is a term coined by senior managers to refer to a single set of cultural values and principles to both signal the uniqueness of the organisation and to frame the creation of a work environment conducive to high staff governance and excellence in service delivery (ibid.). 

In line with the broader principles of social justice and inclusion, The HealthServ Way has been translated into a behavioural code that emphasises the following three tenets: person-centredness (‘putting people first’ and ‘being sensitive to individuals’ needs), partnership (adopting a stakeholder approach to service delivery based on mutuality and inclusiveness), and integrity (treating people with respect, courtesy and dignity, addressing inequities and maintaining open communication channels both between staff and with the wider public) (Five Year Plan, 2009). 

These three principles now represent the cornerstone of the organisation’s cultural system and are used by top management to frame attitudes and behaviours and influence ‘all that is said and done’ within HealthServ. This has in turn led to the development of three ‘fundamental foundations’ upon which rest the organisation’s HR and OD strategy and commitment to achieving the IiP status for the whole organisation in the near future (HR & OD strategy, 2008). These are: Living Values (the need to deliver on promises, make explicit desirable attitudes and behaviours and treat people fairly), Engaging Leadership (the need to provide ‘appropriate training and development’ opportunities and build ‘internal capability’ to sustain service modernisation and ‘deliver 21st century services’), and Delivering Quality (the need to develop strategic partnerships to continuously improve processes and ‘deliver person-centred, compassionate care’) (Five Year Plan, 2009, p.9; see also Staff Governance Standard, 2007). 

As change agent, HSL is entrusted with the responsibility to provide visible leadership in establishing The HealthServ Way across both the organisation and the wider community. This entails embedding the cultural values and principles mentioned above into the HRD curriculum and acting as a catalyst in the creation of a workplace environment in which The HealthServ Way can become a living reality – leading to quality improvements in both staff governance standards and service delivery and ultimately to the achievement of one of the key objectives of the organisation, which is ‘to become an exemplar employer’ (refer to Figure 11.4, p.189).

11.5 Resonance with CHRD Precepts and Values

Whilst primarily based on documentary evidence, the preliminary analysis carried out above suggests that while HSL is mostly orientated towards SHRD, it also bears some resonance with the precepts and values of CHRD. 
Showcasing SHRD

In acting as a lever for strategic change, HSL is becoming increasingly preoccupied with the need for a strict alignment between workforce development and organisational goals. It is also developing a strong resource-based view of the organisation in its attempt, given current resource constraints, to maximise employee potential and re-configure the organisational skill mix in order to meet performance targets and make explicit its contribution to the effective achievement of the aim and objectives driving HealthServ’s agenda for strategic change (Garavan, 1991, 2007). As such, HSL is showcasing some of the key characteristics of SHRD, the most noticeable being:  integration with organisational missions and goals (which however, HSL falls short of shaping), HRD strategies, plans and policies, existence of complementary HRM strategies, expanded trainer role as change agent, and recognition of culture (Garavan, 1991; see also McCracken and Wallace, 2000). 

Resonating CHRD Precepts and Values  

The strategic focus and predominance of ‘performative values’ (Rigg et al., 2007, p.3) within HSL are tempered by a behavioural focus and a responsibility to institutionalise a cultural-value system, which bears some resonance with the key precepts and values of CHRD. As explained in the previous section, this cultural value system is enshrined in The HealthServ Way, a behavioural code rooted in the three tenets of person-centredness, partnership and integrity (Five Year Plan, 2009). 

In seeking to democratise working practices in view of the broader principles of social justice and inclusion, The HealthServ Way displays ‘early leanings’ towards one of the key CHRD precepts identified by Fenwick (2005, p.229), which relates to ‘purposes of workplace reform aligned with equity, justice and organizational democracy’. An initial deconstruction of its key tenets allows for other linkages to some of the defining features of CHRD. The notion of person-centredness signals an intent on adopting a less ‘instrumental view of personhood and self’ (Rigg et al., 2007, p.5) and demonstrating greater sensitivity to staff development needs and well-being. The notion of partnership, as it is understood ‘in context’, refers to an ethos based on mutuality and inclusiveness as a pre-condition for a move towards a transformed organisation that can effectively meet 21st century challenges, thereby (implicitly) endorsing a de-reified view of organisational structures as subject to change and shaped by human agency in agreement with CHRD’s constructionist outlook (Rigg et al., 2007; Valentin, 2006). The notion of integrity stresses the need to treat individuals with respect, courtesy and dignity and to address inequities through open communication and could be seen as an early articulation of a commitment to denaturalisation – i.e. a commitment to ‘de-normalise’ unfair treatment of people and other potentially oppressive relationships through unrestrained dialogue (Callahan, 2007; Fenwick, 2005).   





In providing an overview of the chosen context for empirical research, this chapter has drawn attention to the following key issues:

First, Gersick’s (1991) notion of punctuated equilibrium was applied to HealthServ’s changing context to explain how the change process the organisation has gone through over the past decade has been ‘punctuated’ by two waves of transformational change, leading on each occasion to the alteration of its ‘deep structures’. This study holds that this change process is best viewed as a proactive strategic re-orientation designed to meet future opportunities and challenges – where the change intensity hit a peak each time HealthServ had to uncouple the interdependent domains forming its deep structures (identified here as: strategy, culture, structure, power distribution and process) and carry out a major overhaul in each of these domains in order to strategically (re)-position itself within its environment and do things differently with a view to sustaining service modernisation and ensuring organisational effectiveness over the longer term. It was however noted that, despite its change efforts, the organisation remains highly hierarchical with a centralised board of governance and a strong focus on the achievement of strategic and performance objectives. 

Second, attention was drawn to the leading role HSL is called to play within HealthServ’s changing context. Having evolved into an integrated HRD function and moved to the centre of the organisation’s change agenda, HSL is driven by two primary concerns: (i) to be perceived as a lever for strategic change and make a significant contribution to the achievement of the organisation’s aim and objectives, and (ii) to provide visible leadership in establishing The HealthServ Way – a behavioural code aligned with the broader principles of social justice and inclusion and based on the three tenets of person-centredness, partnership and integrity, which now represents the cornerstone of HealthServ’s cultural value system and is seen as a key determinant of quality improvements in both staff governance and service delivery. 
Finally, while primarily based on documentary evidence, the preliminary analysis carried out in this chapter suggests that even though HSL is mostly orientated towards SHRD in displaying a strong strategic focus and well-entrenched performative values, it also bears some resonance with the precepts and values of CHRD in its attempt to establish The HealthServ Way. It would be fair to state that although HSL is far from being a full blown picture of ‘CHRD in context’, it does offer ‘glimpses of CHRD practice’ that present a unique opportunity for CHRD research and beckon further exploration and probing – which this study sets out to do using the CT-enabled concept of CHRD developed in Chapter Nine as an analytical lens.





























This chapter provides a detailed discussion of the methodology developed to address the empirical research objectives. It was seen appropriate to use Saunders et al.’s (2007) ‘research onion’ to structure the discussion as the different layers of the research methodology are ‘peeled off’. The chapter therefore begins by presenting an adapted version of the ‘research onion’ to highlight the key dimensions of the methodology, which are then developed in the following sections. 

The first two sections deal with the two outer layers of the research onion by: (i) providing a  brief outline of the research philosophy, which is anchored in basic critical realism and logically derived from the research position adopted in this study (refer to Chapter Three, Section 3.5, pp.56-58) and (ii) explaining the abductive research approach adopted here, drawing attention to how it integrates elements of both deductive and inductive research approaches in order to effectively achieve the research objectives. 

Three more layers of the research onion are then ‘peeled off’ to consider the research design along the dimensions of research strategy, research choice, and time horizon. A longitudinal case study strategy was developed, combining a range of qualitative data collection techniques with a dialectical mode of analysis to enable an in-depth investigation of HSL as the main unit of analysis and account for changes over time within it in relation to CHRD practice (Yin, 2003). 

The chapter moves on to the innermost layer of the ‘research onion’ to focus on the data collection and analysis. The data collection tapped multiple sources of evidence and was phased in such a way as to first allow for familiarisation with HealthServ before its HRD function was probed in relation to CHRD practice, and the results/recommendations fine-tuned in consultation with key respondents. The data analysis is thematically-driven, text-based, rooted in a dialectical mode of analysis and accounts for the ‘negative component’ of the explanatory critique developed in this study. The aim of the explanatory critique is to provide (i) a negative critique of HSL in order to expose and ‘re-describe’ its internal contradictions in light of a CT-enabled concept of CHRD, and (ii) a positive critique in which an attempt is made to reconcile exposed contradictions with a view to improving the conditions for CHRD practice within HealthServ.

The chapter then assesses of the credibility of the research findings against the criteria of validity, reliability and generalisability, the outcome of which points to a fairly high level of credibility. Ethical issues arising at each key stage of the research process were also addressed to ensure a balance between stakeholder rights and eliminate risk of harm to participants. Finally, as befits critical research, is a section on ‘reflexivity’ where the researcher had the opportunity to critically reflect on the lessons learnt from the research process. 

12.2 Overview of Research Methodology



















Since the research philosophy underpinning this study has already been amply discussed (refer to Chapter Three, Section 3.5, pp.56-58), it is appropriate here to summarise its key dimensions in CHRD terms and in relation to the empirical research. These key dimensions are as follows:  

Ontology: 	A stratified view of organisational reality as pre-structured, complex and multi-levelled, offering the possibility for a deep-probing investigation of CHRD in context (e.g. see Bhaskar, 1998; Callinicos, 2003).

Epistemology:	A constructionist view of scientific knowledge as a social product and therefore fallible and subject to confirmation, criticism and revision. Knowledge development underpinned by an emancipatory interest and accounting for both the cognitive and non-cognitive/material dimensions of CHRD practice (Bhaskar, 1986; Collier, 1994; Habermas, 1987b).

Human nature: A transformational view of human nature which emphasises the interdependency of organisational structures and human agency – where organisational structures are seen as not only ‘relatively enduring’ (and therefore subject to change through human action) but also as providing the necessary material conditions for intentional CHRD practice (Archer et al., 1998; Bhaskar, 1989). 

Methodology: 	An essentially qualitative approach to empirical research located in a dialectical mode of thinking and drawing from the notion of ‘explanatory critique’ to expose internal contradictions and inconsistencies in relation to CHRD practice and develop, on the basis of the findings, a theoretically-grounded and practically-oriented framework for improving the conditions for such practice (Bhaskar, 1986; Collier, 1994).




















Fig.12.2 Adopting an Abductive Approach to Research
Source: Blaikie (1993) [Adapted]

The study starts deductively with a critical review of relevant literature, leading to the development of a CT-enabled CHRD conceptual framework, which is primarily targeted at an academic audience (refer to Chapter Nine, Section 9.6, pp.154-158). This conceptual framework is then used as an analytical lens to investigate HSL and critically examine the extent to which it promotes CHRD practice.




















Time horizon has to do with the duration of the empirical inquiry and is dependent on time constraints and on the research objectives. In this respect, empirical inquiries are characterised as either cross-sectional (‘conducted over a short period of time’ and enabling only a snapshot of the object of study) or longitudinal (conducted over a longer period of time to enable a more detailed account of the object of study and insights into its development over time) (Saunders et al., 2007, p.148). This study takes a longitudinal perspective – consisting of three distinct phases of data collection spread over 30 months to allow for a context-sensitive and meaning-rich understanding of HSL as it evolved over the duration of the study in relation to CHRD practice.  

12.6 Data Collection and Analysis





















Fig.12.3 Overview of Data Collection and Analysis Process







The data collection was facilitated by the Local Collaborator, Head of L&D. As can be seen in Figure 12.3 above, this involved a range of data collection techniques that suited the requirements of each of the three main phases of the research process. In line with the case study strategy, purposive sampling was used for all phases (Tremblay, 1982) – where, based on the judgement of both the researcher and the Local Collaborator, key informants were identified as those whose input was most likely to contribute to the effective achievement of the research objectives. As such, those selected were seen as ‘critical cases’ and rich sources of information, which could have a significant bearing on the research findings (Saunders et al., 2007). Criteria for selection included position and role within the HRD function, level of expertise, involvement in activities pertinent to the research, and interest in the area of research (Jankowicz, 2005). A snowballing approach was occasionally used in the second phase of the empirical inquiry in which key informants suggested other useful contacts (Patton, 1990).





Phase 1 of the data collection covered a period of six months. As mentioned above, its primary purpose was to enable familiarisation with HealthServ and early insights into the nature of HSL, which provided a solid base for the second phase of the investigation (Robson, 2002). It started with a senior team brief where the researcher was given the opportunity to explain the purpose and intended outcomes of the proposed research, which first had to meet with their approval. This was followed by a set of eight in-depth interviews with senior members of HSL and an analysis of relevant documentary evidence. The interviews were audio-recorded and lasted around one hour and a half each. They were carried out at a date, time and place chosen by the interviewees who were informed of the purpose of that particular phase of the research and of the terms of their participation (refer to Appendices 2 and 3 for copies of Participant Information Sheet and Consent Form).





Phase 2 of the data collection covered a period of approximately 21 months and can be described as the explanatory phase of the study. Its primary purpose was to enable a deep-probing and critical examination of the extent to which HSL promotes what can be considered as CHRD practice. It consisted of a set of 25 semi-structured interviews with HRD practitioners located at different hierarchical levels of each of the four departments falling under HSL (Workforce Planning and Development, Organisational Development, Clinical Training and Learning and Development). The semi-structured interviews were audio-recorded and lasted around one hour each. They were carried out at a date, time and place chosen by the interviewees, who were contacted through the Local Collaborator and, in some cases, identified by previous participants. Participants were informed of the purpose of this particular phase of the research and of the terms of their participation (refer to Appendix 2).





Phase 3 spread over three months and consisted of three consultative interviews with senior HRD practitioners (including the Local Collaborator) and a group meeting with four HRD practitioners, which lasted around one hour each. Its primary purpose was to once again draw on the contextual knowledge and informed views of participants in order to fine-tune the researcher’s interpretation of the findings. This is in line with critical research which harbours a concern for a more collaborative approach to research (Bryman and Bell, 2007) and warrants some form of consultation between the ‘researcher and the researched’ that can enhance both the overall credibility of the research findings and the quality of the recommendations made (see also Benton and Craib, 2001; Bhaskar, 1986).  

The consultative interviews and group meeting were audio-recorded and carried out at a date, time and place agreed upon by the participants who were, once again, informed of the purpose of this particular phase of the research and of the terms of their participation (refer to Appendix 2). Figure 12.4 below is the timeline for the data collection process, which provides a graphical representation of its key stages and their respective timescales. 















     
			Fig.12.4 Timeline for Data Collection 

Development of Interview Questions










Fig.12.5 Development of Interview Questions

Key theoretical issues emerging from the selective review of the central themes in CT (carried out in Chapters 5-8) were systematically applied to CHRD, leading to the establishment of 12 key CHRD roles. These 12 key CHRD roles were then integrated into a conceptual framework to not only consider their implications for research and practice but also to identify their corresponding empirical referents – which were then ‘operationalised’ into a set of interview questions based on the researcher’s progressive understanding of the context and ‘business speak’ prevalent within HSL (refer to Appendix 5). 

Although the empirical referents examined in this study were already clearly identified at the beginning of the field research, the interview questions were, as hinted in the previous section, not yet fully formed. The information gathered during the first (exploratory) phase of the research (via in-depth interviews and document analysis) was used to (re)formulate the interview questions, which were thus more contextually-sensitive and couched in a language that, it was felt, was less alienating and would make better sense to respondents who participated in the second (explanatory) phase of the study. 

Once finalised, the interview questions were used as a broad outline to guide the second phase of the research. Although this broad outline provided a solid base for a thorough coverage of the key themes addressed in the study, it was not strictly adhered to when conducting interviews, allowing for a considerable degree of flexibility in terms of both order and content, which were very much dependent on the ‘flow’ of the conversation between the researcher and the interviewee. As the semi-structured interviews were mainly explanatory in nature, the logic of the questioning was to enable respondents to: (i) express their views and opinions on the current status of the HRD function in relation to the key features of CHRD practice identified in this study, (ii) build on their initial responses to probe the reasons and intentions driving/constraining such practice, and (iii) take time to reflect on specific issues addressed in the study, which were of particular interest to them or of direct relevance to their work or area of expertise. 







There is now a wide recognition of the need for methodological rigour in qualitative data analysis (e.g. Bryman and Burgess, 1994; Denzin and Lincoln, 1998; Hammersley and Atkinson, 1995; Miles and Huberman, 1994; Silverman, 2001). In addressing this concern, attention was given to the particular methodological issues thrown up by the different types of data analysis carried out in this study. These are briefly considered below.

Document Analysis: while accessing sources of documentary evidence proved unproblematic, analysing them called for attention to issues of authenticity, credibility and meaning (Scott, 1990). There was little doubt as to the authenticity and credibility of documents accessed as these were all in-house literature or artefacts whose contents were controlled by HealthServ or the UK and Scottish Governments. The issue of meaning posed a challenge as the researcher was very much aware of the inevitable gap between the ‘intended or actual meaning’ of documents and the ‘received meaning’ by target audiences. To reduce this gap, the researcher cross-referenced relevant data extracted from different documents, triangulated them with other sources of evidence and, where appropriate, verified the accuracy of their interpretation with the help of key informants (refer to Appendix 4).

Interview Analysis: the process of analysing interviews always presents a ‘hermeneutic hurdle’ in that it is inevitably ‘tainted’ to some extent by both researcher and participant bias (Benton and Craib, 2001). Researcher bias may occur when the researcher (un)consciously filters the data collected through their own assumptions or preconceived ideas when analysing and interpreting the findings. Participant bias is much more difficult to tackle at the data analysis stage as it will have already ‘corrupted’ the information gathered during the previous data collection stage for a variety of reasons, which might include ‘false’ perceptions, fear of reprisal or deliberate misinformation (Robson, 2002; Saunders et al., 2007). 

To minimise research bias, the researcher triangulated the data collected from the different sources of evidence accessed to test for the ‘veracity’ of certain claims made. Moreover, an effort was made to adopt a self-conscious and self-reflective approach to the research (Cassell and Symon, 2004) – where the researcher had to regularly ‘step back’ from the data in order to critically reflect on the extent to which his own preconceptions or subjective values were influencing the interpretation of the findings and to systematically question the validity of the conclusions drawn.  

To minimise the delayed yet unforgiving effects of participant bias on the data analysis, the researcher made sure that all interviews were conducted in a psychologically safe setting, free from interruptions and external ‘noise’. The research followed a ‘non-directive rule’ so that the interviews kept a friendly, conversational and consultative tone (Bryman and Bell, 2007, p.342). Assurances were also provided regarding confidentiality of the data collected and anonymity in the reporting of the findings. This served to establish a level of trust between the researcher and the participants who, as a result, found it easier to ‘speak their mind’ and report as objectively as possible on issues addressed, even those which were of a more sensitive nature. Also, reformulating certain questions or addressing them from different perspectives encouraged the participants to rethink and reassess their responses and to make sure that what was said was actually meant and was properly understood by the researcher (Saunders et al., 2007). 

While the process and logic model underpinning the analysis and interpretation of the data collected throughout the empirical research are described in more detail in the following section, it is appropriate at this point to consider how the responses to the research questions were analysed and informed the reporting of the findings. 

Interview responses collected during phases 1 and 2 of the research process were considered as the main source of evidence that was used to address the empirical research questions (refer to Table 1.1, p.6). Once transcribed, interview responses were coded using a hierarchical coding scheme which is described in the next section. Coded responses were treated as analysable units of data, which were then entered into a time-ordered display matrix to enable triangulation with coded document extracts and other ancillary field materials such as diary notes and analytical memos, which led to the swift identification of emerging patterns of evidence with regard to CHRD practice within HSL (King, 2004; Miles and Huberman, 1994). 

Interview responses were also at the centre of another key stage of the data analysis which involved the reporting and interpretation of the findings – where rather ‘thick chunks’ of coded interview responses were selected, clustered with relevant documentary evidence and subjected to a range of analytical techniques (e.g. discourse analysis, theoretical re-descriptions and schematic representations of phenomena under scrutiny). The coded interview responses were kept ‘thick’ so as to provide a context to the interpretation of the findings and, importantly, to avoid glossing over key issues relating to both structural arrangements and intentional human agency – which were crucial for generating insights into processes and activities that can be associated with CHRD practice within HealthServ and for establishing the possible causes or reasons underlying inconsistencies and contradictions that act as barriers to such practice. This key stage of the data analysis is further detailed in the introductory section of Chapter Thirteen (refer to Section 13.1, pp.225-226) and its output is presented in the body of Chapters 13-17. 

It should also be noted that the responses to the consultative interviews conducted during Phase 3 of the study were not systematically coded but were used as confirmatory evidence to validate and fine-tune the interpretation of the research findings. The usefulness of responses to consultative interviews can be clearly seen in the explanatory matrices presented at the end of Chapters 13-17, which indicate the level of agreement of respondents with the key research findings and the corresponding explanations made by the researcher (e.g. refer to Table 13.7 in Chapter 13, pp.250-252).

An Iterative Process of Data Analysis and Interpretation












Fig.12.6 An Iterative Process of Data Analysis and Interpretation

Familiarisation – this first step involved active reading and questioning of the empirical data, which included documentary data, interview transcripts and diary notes. This enabled the researcher to gradually immerse himself in the data so as to obtain a clearer picture of HSL in context (Ritchie and Spencer, 1994). The output of this exercise was a set of critical annotations and analytical memos. 

Categorisation – the next step entailed the categorisation of the data. The data collected from all sources of information (including interview transcripts, outputs of document analysis together with memos and annotations drawn during the familiarisation stage) were classified under ‘meaningful categories’ (Saunders et al., 2007, p.479). These categories were derived from the CHRD conceptual framework developed in this study (refer to Chapter Nine, Section 9.6, pp.154-158) and were structured along the dimensions of a hierarchical coding scheme – where the central themes in CT reviewed in this thesis were treated as the four main categories while the 12 key CHRD roles together with their corresponding empirical referents formed the sub-categories (refer to Appendix 6 for Hierarchical Coding Scheme). 

This process of categorising has been described as ‘splitting and splicing’ or ‘charting’, where the ‘data are lifted from their original context, re-arranged and displayed according to their appropriate thematic reference’ in order to facilitate the triangulation of sources of evidence and the identification of emerging patterns of evidence (Ritchie and Spencer, 1994, p.182; see also Miles and Huberman, 1994) (refer to Appendix 7 for Template for Data Display and Analysis). 












Fig.12.7 Logic Model for Explanatory Critique
Sources used to build model: Benton and Craib (2001); Bhaskar (1986); Collier (1994)

In order to critically examine the extent to which HSL          (a complex and multi-levelled empirical phenomenon) promotes CHRD practice, an explanatory critique                                 is developed to first present a negative critique           of HSL rooted in a dialectical mode of  thinking in order to expose and ‘re-describe’ its internal contradictions            in light of a CT- enabled concept of CHRD. This is followed by a positive critique             which aims to reconcile             exposed contradictions, the output               of which is a framework            for improving the conditions for CHRD practice within HealthServ (Benton and Craib, 2001; Bhaskar, 1986; Collier, 1994).

12.7 Evaluation of Research Findings























Validity is ‘a judgment about whether the data really provides evidence on what it is supposed to be about’ (Anderson, 2004, p.111). The overall validity of the research findings in this study was seen as mainly dependent upon construct validity (the extent to which the study effectively operationalises the constructs which it intends to investigate) and internal validity (the extent to which explanations provided in the study appear to be ‘airtight’ and plausible) (Saunders et al., 2007; Yin, 2003). These are detailed below:

(i)	Construct validity – the constructs under consideration were identified and operationalised by cross-referencing various streams of authoritative literature to ensure that they were ‘legitimate’ and translated the ‘intended’ meanings attached to them (Denzin and Lincoln, 1998; Riley, 1996). These constructs were then used deductively to develop a conceptual framework that enabled a systematic testing of their potential empirical referents so that the researcher was confident about what was exactly being investigated. For these reasons, it is felt that the research findings achieved a high level of construct validity. 





Reliability refers to the extent to which ‘data collection techniques or analysis procedures will yield consistent findings’ (Saunders et al., 2007, p.149). Consistency of research findings is usually assessed by the following three criteria: consistency in data capture and analysis (i.e. whether the research instrument used to capture and analyse the data will yield the same results on different occasions); consistency in observation (i.e. whether different researchers will reach similar conclusions when investigating the same phenomenon); and consistency in sense-making (i.e. whether there is transparency in how the data was interpreted) (Easterby-Smith et al., 2002). These are addressed below.
(i)	Consistency in data capture and analysis – the fact that the research instruments were tightly linked to the conceptual framework and followed a fairly rigid structure leads one to believe that they would, other things being equal, yield more or less the same results if used on different occasions – hence the level of consistency in data capture and analysis could be considered as fairly high.

(ii)	Consistency in observation – however tightly structured, one has to acknowledge that the process of data collection and analysis itself is never free from subjective bias, which can be the outcome of circumstantial or perceptual effects over which the researcher has little or no control (Robson, 2002). Since this is especially true of qualitative research, were another researcher to conduct the same study using the same research instruments, there might be some variation in the research findings and, even more so, in the conclusions drawn. Therefore, no claim is made as to the need for other researchers to ‘replicate’ the results of this study. It would be sufficient for them to reach a reasonable level of agreement with its overall findings and conclusions (Yin, 2003). 

(iii)	 Consistency in sense-making – special care was taken to ensure a certain transparency regarding the way in which the data was analysed and interpreted. To this effect, the researcher was keen to underline a concern with methodological rigour and introduce ‘reliability checks’ at some of the key stages of the research process, details of which have been provided in the previous section. The primary aim here was to minimise subjective bias in making sense of the data and to avoid suspicion about the overall credibility of the research findings (Silverman, 2001; Yin, 2003).








Also referred to as external validity, generalisability is concerned with the extent to which the ‘results of the research findings apply to other subjects, other groups and other conditions’ (Ticehurst and Veal, 2000, p.24). It is therefore important in any investigative inquiry (even essentially qualitative ones) to specify the domain(s) to which the research findings can be generalised and, perhaps more importantly, the mode of such generalisation (Yin, 2003). The mode of generalisation used here is not one of ‘total’ generalisation, where findings within a representative sample are readily generalised to a wider domain or functional area. This would have been inappropriate given that the sample representativeness of both informants (with an over-reliance on their ‘purposive’ selection and willingness to participate in the study) and events or activities examined (with the researcher’s non-continuous presence at the research site and limited ability to weigh their grounded significance) could be seriously called into question (Miles and Huberman, 1994). 





























Fig.12.9 Ethical Considerations Pervading the Research Process
Source: Saunders et al. (2007, p.180) [Adapted]

Formulation and Clarification of Research Topic

The formulation and clarification of the research topic was based on reciprocity. The sponsor’s (in this case Edinburgh Napier University) right to quality research had to be balanced with the researcher’s right to be free from coercion by the sponsor. The research brief stipulated that the study should be in HRD and preferably carried out in the healthcare sector. Another key requirement was that the study had to bring a significant addition to the university’s knowledge base in terms of both relevance and quality. While having to satisfy those requirements, the researcher was, on the other hand, given free rein to engage with the emerging concept of CHRD and choose HealthServ as the preferred research site – which helped maintain the level of interest and motivation needed to successfully complete a PhD thesis.
Research Design and Access to the Organisation





Data collection was facilitated by the Local Collaborator, Head of L&D, who enabled the researcher to gain both physical access to different research sites and cognitive access to key informants and data vital to the achievement of the research objectives (Saunders et al., 2007). Such a collaborative approach was made possible through the recognition of, on the one hand, the right of the Local Collaborator to be fully informed of the progress of the research, and on the other hand, the right of the researcher to safety and absence of coercion by the Local Collaborator. 

Regarding participants’ rights, assurances were provided as to the voluntary nature of their participation, the non-invasion of their privacy, the confidentiality of the data collected, and their autonomy and right to withdraw at any time from the study. Moreover, informed consent was sought whereby participants were fully briefed on the purpose of the research and on the terms of their participation (refer to Appendices 2 and 3 for copies of Participant Information Sheet and Consent Form). All these measures were taken to minimise the risk of harm or undue stress to participants (non-maleficence), which is usually seen as the cornerstone of research ethics (ibid.).

Processing and Storage of Data

The processing and storage of the data collected aimed to preserve the right of the participants to be free from the risk of distress and damage by complying with the relevant principles outlined in the Data Protection Act 1998. Those which were of particular relevance here and addressed the democratic values of the sponsoring organisation included: the need to specify the purposes for collecting the data, to process the data fairly and lawfully, to keep the data securely and to do so for no longer than is necessary (ICO, 2009).

Data Analysis and Reporting of Findings


























A key learning point for the researcher is the need to constantly develop one’s ‘interpretive sensitivity’, which is of vital importance in qualitative (and even more so in critical) research. Interpretive sensitivity enables the researcher to develop what was described by Weber (1947) as verstehen – an in-depth, context-sensitive understanding of meaningful social action. However, one could argue that the quest for interpretive sensitivity remains an unending one, since the process of interpretation itself is irremediably fraught with multiple layers of subjective bias (Robson, 2002) – where the reporting of research findings could be described as an interpretation (by the researcher) of an interpretation (by the respondent of his social world) which is then subjected to another layer of interpretation by the reader – to parody Giddens (1984), a case of triple hermeneutics infused with subjective bias. 

This is a humbling reminder of the fallibility of human reasoning and of the impossibility of claiming absolute objectivity when reporting research findings – so that, however plausible and persuasive an empirical claim or explanation, it is always open to re-interpretation, refutation and revision (Collier, 1994). However, this is by no means a defence of an extreme form of subjectivism or absolute relativism where ‘anything goes’ and all possible interpretations of the object of study are seen as equally valid. In the (collaborative) process of eliminating rival explanations for an observed phenomenon, it is always possible (and desirable) for key stakeholders to achieve a level of agreement over ‘what best explains it’ and derive from such explanation a moderated form of generalisation (Heracleous, 2004). 





The researcher was also sensitised to the need for a deontological approach to empirical research as a way to ensure that the research was ‘morally defensible’ and in line with the social norms prevailing within the research context. In Kantian terms, this means making sure that the research ends can never be used to justify means which are unethical – this stands in stark contrast with a ‘teleological approach’ to research where research ends are used to justify the means, however unethical these might be (Saunders et al., 2007).   

A concern with deontology is particularly important in critical research as it serves not only to ensure ethical behaviour on the part of the researcher throughout the research process but also to reaffirm the emancipatory interests that underpin this particular type of research. Since Section 12.8 above provides a detailed account of the measures taken in this study to ensure ethical behaviour on the part of the researcher, it is more appropriate here to consider how the conduct of this study led the researcher to think a bit more carefully about the importance of ‘deontology’ in critical research.

Keller’s (1985) reflections on the dynamics of the relationship between the researcher and his subjects of study provide food for thought. She argues in favour of a reciprocal relationship based on mutual respect and trust, and of the need for an ‘allocentric perception’, which (as opposed to an ‘autocentric perception’ which is dominated by self-interest) aims to ‘affirm others in their total and unique being’ and recognise them in their own right (ibid., p.65) – a deontological concern which is firmly aligned with the emancipatory interests driving critical research. 





An issue which is intrinsic to social research is the power differentials ‘between the researcher and the researched’ (Benton and Craib, 2001, p.7). This has to do with things such as social status, authority, knowledge, gender, ethnicity or any other social differences that might negatively impact on the relationship between researcher and respondent. For example, a high-ranking and knowledgeable respondent might sap the researcher’s confidence in their ability to probe or challenge views expressed and to claim authority in the interpretation and reporting of the research findings. The converse is also true: a respondent might be too intimidated by the researcher’s status and knowledge to express their ‘true’ opinions or freely comment on certain issues, which only serves to inflate subjective bias and ‘corrupt’ the research findings (Robson, 2002).
 
While no effort was spared in this study to ‘flatten out’ inequalities in power relations (refer to Sections 12.6 and 12.7 above), it struck the researcher that this is a variable that is extremely difficult to control within a research context but which can have a significant impact on the overall credibility of the research findings. To take a leaf from Habermas’s (1984, 1987a) book, what is needed is a suspension of such power relations for a moment in time to allow for a free and unbiased exchange of information between researcher and respondent – something which, although highly desirable, is unfortunately not always possible.

Craft Character of Critical Research

As previously explained, the critical in a CT-enabled concept of CHRD points to an overriding emancipatory interest that drives it forward (refer to Chapter Nine, Section 9.2, pp.131-132). As such, CHRD shares with the critical social sciences the following desideratum – the envisioning of a more flourishing and thus more desirable social reality in which the project of human emancipation is a real possibility (Bhaskar, 1986). As shown in this study, this entails a ‘craft approach’ to research, a creative process of theorising and modelling, which can provide valuable insights into what such a reality might be (Benton and Craib, 2001).





This final section contains reflections on some of the challenges or hurdles the researcher encountered ‘in the field’ and on the way these were addressed or, with hindsight, could have been better dealt with. Two such ‘hurdles’ are worthy of attention here. The first concerns access to the research site, which as hinted in Section 12.8 above (refer to p.216), can be a protracted process and pose some difficulty to researchers who are not ‘insiders’. The research proposal submitted to HealthServ’s REC was initially turned down as it was deemed unclear and couched in terms that sounded too ‘academic’ to the members of the committee. With the help of his Director of Studies and advice from a few ‘insiders’ whom the researcher knew personally, the research proposal was reformulated to ensure that it met with the requirements and expectations of the REC – an exercise which proved most valuable as the proposal was approved on second submission. 

In retrospect, this initial setback could have been avoided if attention had been paid before submission of the research proposal to not only factual background information on the chosen research site but also to the ‘business speak’ proper to it. Collecting and reading bits of written information on the organisation was clearly not sufficient to get a ‘feel’ of the expectations of the organisation’s gatekeepers and it proved important in this case to draw on insider knowledge even before getting official access to the organisation – which can however, be a daunting task for the complete outsider.  

The second hurdle concerns the researcher being denied the opportunity to observe action learning sets. Although the researcher provided assurances that the observation would be non-intrusive – with the researcher restricting his role to that of ‘observer-as-participant or marginal participant’ (Robson, 2002) – the facilitators felt that this could raise serious issues of confidentiality and privacy as matters discussed were of a very personal and sensitive nature and, as such, were to be kept ‘within the group of participants’. This at first came as a disappointment to the researcher – for even though observation was to be used as a subordinate method of data collection to complement and consolidate other sources of evidence during the explanatory phase of the empirical research, the researcher felt that it was an ‘integral part’ of the research process that could significantly add to the overall credibility of the findings. 

This setback forced the researcher to go back to the drawing board to think carefully about the implications of what was felt at the time as yet another major setback. In trying to reconfigure the data collection process, the researcher had to revisit the research objectives and it occurred to him that ‘dropping’ observation as a data collection method did not necessarily mean a ‘drop’ in the credibility of the research findings: although action learning sets were a key ‘object’ of study (since critical action learning sets are proposed as a conduit for CHRD practice in this thesis), the primary focus of the dialectical analysis carried out here was not primarily on their content and process but on the ‘rationale’ behind their application within HealthServ and on ways to augment their emancipatory potential – a concern which upon reflection could be as effectively, if not better, addressed during one-to-one interviews with facilitators of action learning sets. The conclusion drawn from this ‘research episode’ is that although observation could have enabled valuable insights into the nature of action learning sets within HealthServ, its removal from the data collection process did not have any significant impact on the overall credibility of the research findings. 

12.10 Chapter Summary 

In providing a detailed account of the methodology developed for the empirical investigation carried out in this study, this chapter has raised the following key issues: 
First, the two outer layers of Saunders et al.’s (2007) ‘research onion’ were addressed to explain the research philosophy and research approach. The research philosophy is anchored in basic critical realism. Its key dimensions were outlined in CHRD terms to include: (i) a stratified ontology allowing for an in-depth investigation of CHRD in context, (ii) a constructionist epistemology underpinned by an emancipatory interest and accounting for both the cognitive and non-cognitive dimensions of CHRD practice, (iii) a transformational view of human nature emphasising the interdependency of organisational structures and human agency as the necessary pre-condition for intentional CHRD practice, (iv) a dialectical mode of investigation that aims to expose internal contradictions relating to CHRD practice and look into ways to improve it, and (v) an axiological standpoint characterised by a concern with methodological rigour and a value commitment to the project of human emancipation as defining features of CHRD research. Regarding the research approach, this study combines deductive and inductive elements to adopt an abductive approach to the empirical investigation in an attempt to preserve a certain unity between theory and practice – where the CT-enabled CHRD conceptual framework developed in this study is deductively used as an analytical lens to investigate HSL, and insights drawn from the research findings are then inductively used to develop a theoretically-grounded yet practically-oriented framework for CHRD practice. 

Second, three more layers of the ‘research onion’ were ‘peeled off’ to consider the research design along the dimensions of research strategy, research choice and time horizon. A longitudinal case-study strategy is adopted, combining a range of qualitative data collection techniques with a dialectical mode of analysis to enable an in-depth investigation of HSL as the main unit of analysis and account for changes over time within it in relation to CHRD practice. 

Third, the innermost layer of the research onion was considered to detail the data collection and analysis process. The data collection follows a purposive sampling strategy and consists of three main phases (exploratory–explanatory–fine-tuning) to allow for a progressive yet in-depth understanding of ‘HSL in context’. The data analysis is thematically-driven, text-based and rooted in a dialectical mode of analysis. It accounts for the first component of the explanatory critique developed in this study which aims to provide: (i) a negative critique of HSL in order to expose and ‘re-describe’ its internal contradictions in light of a CT-enabled concept of CHRD, and (ii) a positive critique in which an attempt is made to reconcile exposed contradictions with a view to improving the conditions for CHRD practice within HealthServ. 

Fourth, due consideration was given to the credibility of the research findings and ethical issues arising from the empirical investigation. The credibility of the research findings were assessed against the criteria of validity, reliability and generalisability. It is felt that the research findings achieved a high level of validity, a reasonable level of reliability and that they could be generalised in analytical terms to inform further CHRD research – leading to an overall assessment of the research findings as having achieved a fairly high level of credibility. With regard to ethics, special care was taken to ensure that ethical behaviour pervaded each key stage of the research process to ensure a balance of stakeholder rights and eliminate risk of harm to participants. 

Finally, a section on ‘reflexivity’ was included to give the researcher an opportunity to critically reflect on the lessons learnt from the research process. Key learning points derived from this exercise relate to issues of interpretive sensitivity, deontology, power differentials between the researcher and the researched and the craft character of critical research. Consideration was also given to some of the challenges encountered by the researcher during fieldwork and to how these were addressed to ensure the successful completion of the empirical investigation. 
















This chapter provides the starting point for a thematic analysis of the data collected throughout the empirical research process. The primary purpose of the analysis is to effectively address research objective 2 (To critically examine, using a CT-enabled concept of CHRD as an analytical lens, the extent to which HSL promotes CHRD practice). As explained in the methodological chapter (refer to Chapter Twelve, Section 12.6, p.210), the data analysis is thematically-driven, text-based and rooted in a dialectical mode of thinking. It also accounts for the ‘negative component’ of the explanatory critique developed in this study (which includes a negative critique followed by a positive one) (see also Benton and Craib, 2001; Collier, 1994). 

For the sake of clarity, it was seen appropriate to split the data analysis into four chapters, with each chapter accounting for one of the central themes in the CT-enabled CHRD conceptual framework developed in Chapter Nine (refer to Section 9.6 pp.154-158), which is used as an analytical lens to investigate HSL. Therefore, Chapters 13–16 present a negative critique of HSL in relation to CHRD. Taking Marx’s critique of the wage form (in which he exposes its fundamentally exploitive nature and ideological import) as the paradigm case, they provide an essentially qualitative, text-based critique of HSL to expose its internal contradictions and inconsistencies that raise unnecessary barriers to CHRD practice. The second component of the explanatory critique (i.e. the positive critique) is then presented in Chapter 17, where a framework is inductively developed from the research findings in an attempt to reconcile exposed contradictions and inconsistencies and improve the conditions for CHRD practice within HealthServ – addressing in the process research objective 3 (To develop, on the basis of the findings, a framework for improving the conditions for CHRD practice within HealthServ). 

This particular chapter presents in the following five sections a dialectical analysis of HSL against the empirical referents thrown up by the five key CHRD roles derived from the DOE. A primary concern here was to adopt a balanced approach to the data analysis to ensure a much-needed symmetry between the evidential (thick descriptions) and the conceptual (thin causal explanations) (Miles and Huberman, 1994). 

The evidential dimension of the data analysis aims to address the question of what is happening within HSL with regard to CHRD practice – by providing triangulated evidence (consisting of verbatim quotes from interviews and document extracts) pointing to events, processes, episodes and use of discursive resources (especially in the form of symbolic devices and metaphors-in-use) that allow for a context-sensitive and meaning-rich understanding of the current state of affairs relating to CHRD practice within HealthServ. In line with the longitudinal perspective adopted in this study (refer to Chapter Twelve, Section 12.5, p.200), the evidence is, where appropriate, ‘time-ordered’ or sequentially arranged to account for changes over time (ibid.).

The conceptual dimension of the data analysis attempts to address the question of why this is happening to provide an explanation of the reasons (or causes) behind the current status of CHRD practice within HealthServ (Bhaskar, 1998; Collier, 1994). This involves a re-description of HSL in light of a CT-enabled CHRD concept – drawing attention to the internal inconsistencies that needlessly frustrate the possibility for a more consolidated approach to CHRD practice within HealthServ – with reference to both structures (material, social and procedural arrangements) and human agency (intentions, motives and underlying assumptions) (Bhaskar, 1989; Burrell and Morgan, 1979). Where appropriate, diagrams (in the form of causal fragments, chains and loops and other graphs) are used to distil the discussion and provide a schematic representation of the relationships between the key factors/variables under scrutiny. 

The chapter then provides, in a time-ordered explanatory matrix, a summary of the key findings as they ‘evolved’ over time together with corresponding explanations by the researcher (Miles and Huberman, 1994). It also records the level of informant agreement with such findings and explanations – reflecting a more collaborative approach to research, which is typical of the critical sciences and which, it is argued, should be a defining feature of CHRD research (Benton and Craib, 2001; refer also to Chapter Twelve, Section 12.6, p.204). The concluding section draws attention to key internal contradictions and inconsistencies that frustrate the possibility for CHRD practice within HealthServ and that inform the development of the framework for improving such practice in Chapter Seventeen.    
13.2 KR1: HSL as Redeemer of the Project of Human Emancipation 

The role of CHRD as redeemer of the project of human emancipation places the responsibility on the HRD function to resist, through critical reflection, its ‘recidivist tendency’ (Adorno and Horkheimer, 1997, p.xv) to cycle back to a performative stance and an exclusive focus on  strategy and to relocate the project of human emancipation at the core of its agenda – throwing up the following two key potential empirical referents: (i) the centrality of employee emancipation in the HRD agenda, and (ii) clarity of remit and responsibility of the HRD function in relation to employee emancipation. 

Centrality of Employee Emancipation

One would be hard-pressed to find within HSL a clear understanding and thoroughgoing enactment of the notion of emancipation in its Bhaskarian form, i.e. ‘a special qualitative kind’ of freedom to self-develop, experience a sense of well-being and to maximise one’s potential resulting from a deliberate and conscious ‘transformation from unwanted, unneeded and/or oppressive sources of determination to wanted, needed and/or liberating ones …’ (Bhaskar, 1986, p.171; Hartwig, 2007, p.157). However, one can state with a reasonable level of confidence that, especially in the wake of the recent change efforts, some serious thought has been given to ways of addressing employee emancipatory needs and that there is now an indication of an emancipatory intent (albeit in fragmented form) within HSL, as buttressed by the following cluster of documentary evidence:

An integrated HR Strategy is therefore required to ensure that we … enable HealthServ to be an exemplar for current and future employees … [the HR strategy] must develop and train managers in best practice to ensure effective and consistent people management … develop a risk management approach to address security for staff and suitability of working environment … (HR Strategy, 2005, pp.3, 8, 23; expanded in Five Year Plan, 2009). [HSL will] deliver relevant and appropriate learning solutions and a dynamic framework for staff to progress their career, improve their capability and facilitate personal growth through lifelong learning approaches and continuous professional development … adapt provision accordingly and co-deliver the growing staff health and well-being … (Learning Plan, 2008, pp.2, 17).

The above assertions co-exist in various sorts of policy documents and now form an integral part of the ‘discursive order’ that aims to institutionalise a network of practices (Fairclough, 2003), which are rooted in the fundamental principles of The HealthServ Way and are seen as vital to the achievement of the organisation’s strategic objectives (refer to Chapter Eleven, Section 11.4, p.188-189). Whilst the above strings of text do not make explicit use of the term ‘emancipation’, they do represent an early articulation of an emancipatory intent, which seems to have been internalised by the HRD function – as exemplified by the following comments from one of the Associate Directors of HSL, when probed on his understanding of the term:

We’ve never really thought about this term [emancipation] but based on what you’ve just explained,  I think that as a function, we do very well ... in terms of supporting staff, helping them to develop … we are very keen to push the whole self-development approach … if we have a clear definition of the term we wouldn’t have a problem using it. I believe The HealthServ Way links into that, it’s about capturing this type of values and letting them emerge … I would like to add that if I had to compare HealthServ to other organisations I would rate it highly … the commitment is much more significant here because we have more on a political agenda to do with people development.
 
While the above comments point to a budding interest in employee emancipation, they certainly cannot be taken at face value to support any claim as to the centrality of such interest in HSL’s agenda. Based on the evidence provided so far, there remains a strong sense that the emancipatory intent described above is, at source, teleological – i.e. it flows from an overriding need to achieve the strategic objectives of the organisation; and one could argue that, even if it appears to be of central importance in HSL’s agenda, it is because it is a mere corollary of HSL’s strategic concerns, which undeniably form the core of its Learning Plan – a claim which tends to be reinforced in the following section. 
    
Clarity of Remit and Responsibility of HSL in relation to Employee Emancipation

The next cluster of evidence throws light on HSL’s perception of its remit and responsibility in relation to employee emancipation and serves, to some extent, to ‘calibrate’ the importance attached to such remit and responsibility:

Our staff is our most important resource DECLARATIVE STATEMENT. The quality of care and range of services that we are able to provide is dependent on our ability to recruit, develop and retain quality staff in the right numbers, with the right skills and appropriate attitudes and values. The principles of The HealthServ Way are being developed to ensure that the needs of users can be put first and to demonstrably acknowledge, as far as is reasonably practical, PROVISO the needs of staff (HR Strategy, 2005, pp.3, 7). It [the Learning Plan] ensures that all staff are supported to learn and develop throughout their careers in order to CONJUNCTION be fit for purpose and competent to undertake current and future roles (Learning Plan, 2008, p.2) [emphasis in italics and markers in capitals added to signpost focus of analysis].

Although humanistic in tone, the first declarative statement in the above extract contains an ontological assumption, which invokes a well-entrenched resource-based view of the organisation (Garavan, 1991, 2007). Employees are valued assets who have to be groomed through a ‘hard-nosed’ bundle of HR activities in order to become effective contributors to the organisation’s ultimate end, which is the achievement of excellence in service delivery. The HealthServ Way is ‘naturalised’ as a necessary adjunct to this ‘grand scheme’ and to legitimate the conditional nature of the organisation’s ability to address staff needs – where the proviso, as far as is reasonably practical, while apparently incidental, is particularly telling of the primacy given to the achievement of organisational objectives.  

Even a cursory analysis of the semantic relation between the two clauses in the last sentence draws attention to the performative values driving HSL’s Learning Plan. The subordinating conjunction in order to is used here to underline the primary reason (or cause) behind the development of support structures for staff learning and development and career progression: so that they can be fit for purpose – a term which now pervades all that is said and done within HSL and is virtually achieving ‘slogan status’ across the organisation, with the tacit understanding that staff’s emancipatory needs might be swiftly dismissed as of secondary importance in the face of environmental pressures. Triangulation with interview evidence (gathered at T2 of the explanatory phase) tends towards confirmation: 

With the new government nothing is certain anymore … we all know that they’ve got their eye on the NHS … all this talk about debt and the need to tighten budgets … we are now facing cost-cutting measures and savings targets … we’ve reduced induction from 75 to 40 a week and it will come a point when we will only be able to deliver mandatory training … how can we really address the specific development needs of staff … … The HealthServ Way now seems obsolete. We need a new term or at least the whole concept has to be renewed … there is no political commitment behind it … the primary driver is to accredit employees, enable them, make them fit for purpose and practice and that for me is now fundamentally important (Head of Department).












Fig.13.1 Factors Impacting Clarity of HSL’s Remit and 
Responsibility in Relation to Employee Emancipation

Whilst being themselves dependent upon the existence of clear strategic and performance objectives, both resource and political commitments seem to have a direct causal influence on the level of clarity of HSL’s remit and responsibility in relation to the project of employee emancipation – which, in turn, can have a positive bearing on the strength of its commitment to such project over the longer term. However, environmental pressures coupled with the withdrawal of both political and resource commitments can have a negative mediating influence on the relationship between the clarity of HSL’s remit and responsibility and the strength of its commitment to the project of employee emancipation, with the possibility of ripple effects across the whole organisation. What is particularly interesting here is that HSL seems to be locked in a paradox where its emancipatory intent exists by virtue of the very thing CHRD aims to challenge: the predominance of a strategic focus and performative values (Rigg, et al., 2007)

13.3 KR2: HSL as Detector of Modes of Domination

This particular role reaffirms CHRD’s commitment to denaturalisation in that it seeks to expose and remove unnecessary and unwanted sources of domination and create the necessary and wanted conditions for employee emancipation (Bhaskar, 1986) – leading to the identification of three potential empirical referents, which form the building blocks of the analysis contained in this section: (i) detection and removal of sources of domination, (ii) knowledge products geared towards employee emancipation, and (iii) partnerships and strategic alliances to boost OL.
Detection and Removal of Sources of Domination

As explained in Chapter Nine (refer to Section 9.2, pp.134-135), the role of CHRD as detector of modes of domination calls for visible HRD leadership and recourse to appropriate investigative tools and techniques in exposing and removing (or denaturalising) unnecessary and unwanted sources of domination that are potentially oppressive, exploitive and counterproductive (Bhaskar, 1986). It is hardly surprising that HSL has no formal structures or systems in place to carry out such a task. Although experimentation with action learning sets does involve the use of probing investigative tools and techniques to tackle specific workplace issues which pose a threat to the well-being and performance of individual employees (more on this in Chapter Sixteen), there is no evidence of an overt and explicit commitment to the denaturalisation of the principle of domination in whatever shape or form it might manifest itself in the workplace (Callahan, 2007; Fenwick, 2005).   

When probed regarding this, respondents (especially those in the more senior positions) tended, in an almost reflexive manner, to fall back on The HealthServ Way, as exemplified by the following comments from an Associate Director of HSL:  

For me, The HealthServ Way makes explicit behaviours and attitudes that we expect from all staff. I believe fundamentally that for the majority of my team – there are a few exceptions – The HealthServ Way has changed their values, the way they treat people and the way in which they interact with colleagues and patients. Attitudes are notoriously difficult to change and you’re not just going to do that overnight but what we do have is this sense of being able to role model it. And I believe in the majority of instances we have … occasionally there are issues as in some of the admin staff, they don’t project that, so we need a wee turnaround. There are a few of them who do not project the image that we want, they are unresponsive and really let the team down. 











Fig.13.2 Factors Working Against Dedicated System for 
Detection and Removal of Sources of Domination at HealthServ

Knowledge Products & Learning Solutions Geared Towards Employee Emancipation

The more positive aspect of the role of CHRD as detector of modes of domination entails the development of knowledge products and learning solutions that clearly display an emancipatory interest (Habermas, 1987b) and that are the result of a will to liberate and emancipate as opposed to a will to power in dominant/elitist groups (Held, 1980; refer also to Chapter Five, Section 5.4, p.84). While the emancipatory aspects of HealthServ’s HR and OD Strategy and Learning Plan have been considered in Section 13.2 above, it is appropriate here to focus on specific initiatives that, to quote a Head of Department within HSL, now ‘top the agenda’ and which seem to be an outcome of a will to emancipate: 

We have increased our capacity for blended learning approaches and access and as an organisation we deliver learning on a continuum from pre-employment Healthcare Academy to Executive Director (RIA Report, 2009, p.1). We will develop a coaching plan for staff … coaching our staff will be an important activity as it is future-oriented and focuses on individual growth and development (HR and OD Strategy, 2008, p.2).  

Blended learning and coaching (which are revisited in subsequent chapters for different reasons) represent the two ‘linchpins’ of HSL’s Learning Plan. According to the above extract, the decision to increase capacity for blended learning (involving a mix of e-learning, in-house and external training opportunities) was to enable HSL to broaden the scope of its activities and cater to the learning needs of a wider stakeholder base (to deliver learning on a continuum from pre-employment Healthcare Academy to Executive Director) – thereby democratising access to learning opportunities and demonstrating corporate social responsibility. On the other hand, the development of the coaching plan is essentially focused on individual growth and development of staff especially in view of future roles and challenges – thereby contributing to a certain extent to the satisfaction of employees’ emancipatory needs.

However, these are at best ‘partial’, if not ‘surface’ reasons. Closer inspection reveals a ‘deeper’ motive behind these initiatives: they are to a large extent cost-reduction measures and driven by the need to do more with less – as acknowledged by the above respondent at T2 of the explanatory phase and confirmed during phase 3 of the study:

Blended learning is not an option, e-learning is the only way we can deliver learning on such a scale … we just don’t have the resources, we will be losing two more team members with the forthcoming redundancies, it’s non-compulsory but in the end they will have to go … The coaching plan will be delivered through the OD team. It’s for supervisors, middle management upwards … because of the need to cut down on expenses, we have to focus on this particular category … we are also sending around 50 employees in such positions on a management and leadership development programme, which will be run by two prestigious universities … we see this as an important investment that will support the future roles needed for service modernisation. 


Given the resource constraints and the impending ‘downsizing’ of HSL, the HRD function saw blended learning as the most viable (not to say cheapest) option that would enable it to deliver learning on a vast scale and give a ‘fair chance’ of access to learning opportunities to all staff (primarily because of the cost-effectiveness and spatio-temporal flexibility of e-learning). The coaching plan is targeted at managers partly because of the same pecuniary reasons but, perhaps more importantly, because it is seen as a valuable investment that will yield benefits in the future in the form of well-trained managers (or coaches) who will be in a position to better address the development needs of their staff and help ‘unlock individual potential to maximise personal performance thereby strengthening the opportunity to the achievement of the organisation’s goals, objectives and ambitious [sic]’ (HR & OD Strategy, 2008, p.7). 

Thus, the strength of the will to emancipate within HSL is very much dependent upon access to ‘scarce’ resources; and the satisfaction of employees’ emancipatory needs, although recognised and desired, is incidental to the way these scarce resources are configured to achieve the organisation’s strategic objectives. This is an important piece of evidence as it confirms the point made earlier: the emancipatory intent within HSL is at source teleological (refer to KR1 in Section 13.2, p.228).

Partnerships and Strategic Alliances to Boost OL

The following extract from Better Health, Better Care, published by the SG, is illuminating of the prevalent mindset within HealthServ (and, as one is entitled to infer, across NHS Scotland) with regards to partnerships and strategic alliances: 

We believe that cooperation and collaboration both across NHS Scotland and between NHS Scotland and its partners is a more effective means of driving change than internal competition VALUE PROPOSITION … The values of cooperation and collaboration must be assertive rather than passive IMPERATIVE. The challenge of implementation is to create the structures and processes that support them in making a real difference to our services PURPOSIVE RATIONALITY (SG, 2007, p.19).

The first sentence in the above extract contains a VALUE PROPOSITION that aims to promote the view that a partnership ethos based on cooperation and collaboration is key to the effective management of change and is therefore something to be considered as desirable and worthwhile as opposed to competitive behaviour, which is therefore regarded as undesirable and unproductive. This is followed by an IMPERATIVE (or an injunction) as to the manner in which the values of cooperation and collaboration must be enacted (in an assertive rather than passive way), leaving little room for alternatives. The final sentence leaves little doubt as to the PURPOSIVE RATIONALITY underpinning such values: to make a real difference to the provision of the organisation’s services.
 
There is an intertextual relationship (Wodak and Meyer, 2001) between the wider political discourse considered above and the HRD discourse within HealthServ: 

We will establish a Workforce Development Forum which will develop critical alliances with Higher and Further Education, the Scottish Funding Council, NHS Education for Scotland, Skills for Health and the SGHD DECLARATION OF INTENT … to address the specific needs of the workforce and make certain that the organisation is effective in linking workforce development to service planning and continuous modernisation (Learning Plan, 2008, p.2).

HSL’s DECLARATION OF INTENT regarding the development of critical alliances with external partners denotes a sense of urgency and a concern to appear proactive in translating the SG’s partnership ethos into practice – whilst incorporating (albeit in ‘softer terms’) the latter’s purposive intent (by stipulating the importance of linking workforce development to service planning and continuous modernisation). It would only be fair to state that the above evidence points to a prevalent mindset within HSL, which has moved beyond mimetic isomorphism (Garavan et al., 1999; McLoughlin, 1999) and compulsive benchmarking as a means to ensure self-preservation and outperform competitors (refer to Chapter Nine, Section 9.2, p.135) – for one could forcefully argue that the very raison d’être of HealthServ as a provider of welfare services would forbid it. 

It would seem that the organisation is bent on being proactive in adopting a stakeholder approach and seeing other organisations as potential partners and allies that can provide leverage in boosting OL. However, one cannot help but question the real motives behind such readiness to promote the partnership agenda (is it for fear of reprisal from the Executive?) and cast some doubt as to how far such an agenda would enable organisational learning of the expansive type advocated by leading authors in the subject area (e.g. Pedler et al., 1997; Senge, 1990) – concerns which tend to be justified in light of the following comments from a senior L&D practitioner: 

HealthServ Board have committed resources to help, it will happen because partnership working is very high on the political agenda, even if it is sometimes about being seen to partnership work. What’s driving us along that path is subject for debate, whether it’s reactive, proactive, whether it’s to avoid punishment … but we’re not a good learning organisation yet, we don’t challenge our people whom we’ve developed to come back again into work and do things differently or to push the boundaries effectively but I think we’re going along the right road.  











Fig.13.3 Relationship between HSL’s Key Learning Initiatives
and Satisfaction of Employees’ Emancipatory Needs

The need to achieve strategic objectives has a direct causal influence on the configuration of scarce resources, which is in turn a determinant of both the type of knowledge products and learning solutions developed by HSL and of ‘critical alliances’ forged with external partners to boost OL – with the intended outcome being the effective achievement of the aforementioned objectives – thus closing the causal loop. Based on the evidence provided so far in this study (refer to KR1), it is argued here that the satisfaction of employees’ emancipatory needs is only incidental to these initiatives – i.e. it is not the primary aim but a desirable consequence (or after-effect) of HSL’s learning initiatives and its overall positive influence on the achievement of strategic objectives is duly recognised.   

13.4 KR3: HSL as Facilitator of Creative Reasoning 

As explained in Chapter Nine (refer to Section 9.2, p.136), this particular role entrusts CHRD with the responsibility to expose and outlaw all forms of instrumentalised action, which involve the deliberate oppression and exploitation of human beings. The more positive dimension of the role of CHRD as facilitator of creative reasoning is future-oriented and entails a responsibility to promote courses of action that are de-instrumentalised and display a commitment to the continuous improvement (or perfection) of working conditions that can in turn lead to beautiful consequences – i.e. working conditions in which stakeholders can, as an inalienable human right, work towards the betterment of their working (and social) lives (Condorcet, 1995; Jay, 1973; Kramnick, 1995; see also Brookfield, 1994) – inviting the consideration of the two following potential empirical referents: (i) intolerance of oppressive and exploitive behaviours, and (ii) a commitment to continuous improvement of working conditions.
 
Intolerance of Oppressive and Exploitive Behaviours

The following statements of intent are indicative of the official stance adopted by HealthServ to signal its commitment to root out potentially oppressive and exploitive behaviours across the organisation and improve the quality of working life for all staff: 

We will adopt a no tolerance approach to bullying and harassment … We will collate consistent information on the reasons for staff experience of stress in the workplace to inform appropriate action … address the ‘long hours’ culture of some areas and ensure that all working patterns are acknowledged and respected … We will put in place an explicit action plan which will integrate our policies in relation to Equality and Diversity into the mainstream of the organisation (HR & OD Strategy, 2008, pp. 5, 23).

The style used here is particularly effective: clear, unambiguous statements that are ‘functional’ in tone. The aim is to leave the reader in no doubt as to HealthServ’s determination to outlaw and denounce all forms of instrumentalised behaviours involving a transvaluation of values (i.e. instances of deliberate oppressive/exploitive relations that are disengaged from prevailing moral norms and legal frameworks and that need to be promptly ‘rectified’) whilst providing the assurance that the organisation will do everything in its power to work towards the betterment of the working life of all its staff, as one of their inalienable rights (Adorno and Horkheimer, 1997; Held, 1980; refer also to Chapter Nine, Section 9.2, p.136).

While statements of the type included above are used by HealthServ to project a ‘preferred image’ of itself as fair, just and socially responsible, they also serve to maintain relations of control (Fairclough, 2003) in that they carry a thinly-veiled warning about the power of the organisation to protect employees’ rights and to take punitive action in case of violation of such rights or any other ‘deviations from the norm’ – a regulative function which is reinforced by HSL through mandatory training and specifically-designed programmes (e.g. on equality & diversity and harassment & bullying). 

However, triangulation with evidence gathered at T2 in this case leads to contradiction:
That’s all lip service. They have to be seen to be having these, but the reason they’re not being successful is because they’re saying one thing and doing another. There’s a lot of bullying in the organisation. That would be denied, but there is this bullying culture that comes from the very top. We just have to do what we are told even when it is obvious that we can’t cope. People are frightened to talk out and I don’t think that’s right (L&D practitioner).

It’s a bullying, oppressive culture but not everywhere … we’re having to fight against that all the time and keep chipping away at that and try to break it down eventually. There’s a quote on one of our courses that says no law can prevent prejudicial attitudes. You can’t reach into people’s heads and stop them thinking what they want. What you can have in place is law and policy that prevent, that inhibit discriminatory behaviours that flow from those attitudes (L&D practitioner).

The disconnect between what is written down (intent) and experienced in the workplace in relation to oppressive/exploitive behaviours elicits thinking about the likely ‘distant’ and ‘proximate’ causes underlying it (Miles and Huberman, 1994). Distant causes include (i) the existence of a bullying culture and a lack of engagement to ‘walk the talk’ at the very top, which tend to cascade down the organisational hierarchy, and (ii) the sheer size of the organisation that prevents consistency in the way codes of ‘good’ practice are operationalised and enforced across various sites and departments. Proximate causes include: (i) persistent instrumental approaches to work and prejudicial attitudes at the individual level, and (ii) the difficulty of managing employee expectations as to when, in addressing instances of exploitive/oppressive behaviours, legal requirements should be met and/or exceeded. Figure 13.3 below illustrates these possible causal relationships: 











Fig.13.4 Factors Leading to Disconnect between Intent and 
Workplace Experience in Relation to Exploitive/Oppressive Behaviours
Commitment to Continuous Improvement of Working Conditions

This more positive dimension of the role of CHRD as facilitator of creative reasoning is future-oriented and entails a responsibility to promote courses of action that are de-instrumentalised and display a commitment to the continuous improvement (or perfection) of working conditions that can, in turn, lead to beautiful consequences – i.e. working conditions in which stakeholders can, as an inalienable human right, work towards the betterment of their working (and social) lives (Condorcet, 1995; Jay, 1973; Kramnick, 1995; see also Brookfield, 1994). Such a commitment is embodied in HealthServ’s plan to achieve both Healthy Working Lives Status and Investors in People Status for the whole organisation in the near future. Regarding the Healthy Working Lives Status:

We will achieve Healthy Working Lives Status (WHOLE) for all HealthServ Staff by June 2011 … We will establish a consistent Stress Management policy for HealthServ … address security for staff and suitability of working environment … address long hours culture of some areas and ensure that all working patterns are acknowledged and respected … develop a range of alternative therapies to be available to staff … develop ways to help staff return to work (PARTS) (HR Strategy, 2005, pp.17-22).

The semantic relation of meronymy (whole-parts relationships) (Fairclough, 2003) between the term Healthy Working Lives Status (WHOLE) and the statements of intent included in the above documentary extract (PARTS) sheds light on the way the notion of Healthy Working Lives (HWL) is operationalised within HealthServ and is indicative of the type of measures and initiatives that HealthServ is developing to achieve such status for the whole organisation. Having obtained Bronze and Gold Awards from the Scottish Centre for Healthy Working Lives (SCHWL) for two of its operating sites, there is a feeling of satisfaction within HSL (as expressed by HRD practitioners involved in the development of HWL initiatives) that the organisation ‘must be doing something right’ in its endeavour to improve working conditions and the quality of working life, in line with the vision of the SCHWL.

Regarding the organisation’s commitment to Investors in People (IiP): 

HealthServ Board has retained its IiP accreditation for a further period of three years and by that time the Board will be invited to consider accreditation for the whole organisation … we need the IiP to facilitate cultural change … for me it’s not just a badge, I’ve seen it change people and change a large part of the organisation in the way we communicate with staff and support their development needs … (Senior L&D practitioner involved in IiP project).

HSL’s leading role in the attempt to achieve the IiP status for the whole organisation is not seen as just a ‘cosmetic exercise’ (it’s not just a badge) designed to raise the profile of the HRD function but as a genuine attempt to create a supportive learning climate and enhance the quality of working life and demonstrate the benefits of a people-focused approach to the management of change, in line with the IiP kitemark. The intertextuality of the ‘talk’ about IiP, which appears in documents of various sorts (e.g. board papers, HR plans and policies and staff newspapers) and was a recurrent theme in interviewees’ responses, signals the importance attached to the project, which emanates from the ‘very top’: 
But our Chief Exec wants IiP and he thinks it’s all going to happen in a year from now for the whole organisation. It would be one of the largest employers in Scotland that would have it. So for those at the top it’s like a golden cup. Whether Jessie who works around the corner has heard of it, I don’t think the politicians would really care … We’ve just done the IiP survey among employees and you should see some of the feedback we’re getting, it’s shocking! I think it needs to be bigger than that, it should do what it says on the tin, it should be about investing in people … (ibid.).








Fig.13.5 Initiatives to Improve Working Conditions: 
Intended Ends Re-instrumentalised as Means

As illustrated in Fig.13.5 above, while the ‘intended end’ of HealthServ’s initiatives to improve working conditions is to enhance the quality of working life and create a supportive learning climate, there is a tendency at the top to ‘re-instumentalise’ this intended end into a ‘mere means’ to ensure the effective achievement of strategic objectives and to raise the profile of the organisation, which is their ultimate end – leaving HSL trapped in a ‘twisted’ means-end relationship where it has to navigate a middle way between employee and top management expectations.    

13.5 KR4: HSL as Promoter of Non-Positivist and Radical Research 

The role of CHRD as non-positivist and radical paradigm promotes qualitative modes of inquiry that are not hinged on positivism (Valentin, 2006). It also militates against the reification of human beings and aims to raise their ontological status as shapers of organisational reality, calling attention to the two following potential empirical referents: (i) the existence of qualitative research driven by an emancipatory interest, and (ii) a recognition of the interdependency of organisational structures and practice.

Qualitative Research Driven by an Emancipatory Interest

There seems to be a disjuncture between the non-positivist mindset prevalent within HSL and the type of number-crunching research that the HRD function is being forced into, as pointed out by the following remarks:

We are not really a numerate organisation. We are considering six-sigma but we want to drop it for this same reason ... it is too statistically-driven ... numbers seem to be all that matters now and we have to take decisions based on these numbers … This organisation is first and foremost about people …  how we treat both patients and staff members is what really matters (Head of Department).

Most practitioners within HSL would describe themselves as ‘non-numerate’ and would prefer to build a representation of the HRD function as driven by a duty of care towards both patients and employees and a real concern for the development needs of the latter – a calling which, in their minds, would be better served if based on intelligible, meaning-rich and cogent qualitative evidence. However, it seems that HSL is struggling to shrug off the ‘ideational veil of mathematics’ (Husserl, 1970, cited in Held, 1980, p.167), which has been cast (by top management) over the whole organisation and which now seems to form the sole basis for decision-making – which one is logically led to deduce is the result, on the one hand, of existing resource constraints and, on the other hand, of the resource-intensive nature of qualitative research. 
The following extract provides an example of how HSL is being forced into the ‘quantitative mould’: 
	
To be honest, the numbers rock (laughs) … it’s always cool when you feel that it will go down well at the top and that’s great … I mean, that’s the short-term game … the last employee attitude survey we did was appalling, we had only 35% response … I won’t give you the details, but it shows that percentages only won’t work when it comes to addressing the real concerns of staff … we have to get more personal comments, personal views and feelings … this in my view is what’s really helpful from a personal and professional point of view  (Senior L&D practitioner involved in KSF Project).











Fig.13.6 Factors Leading to Dearth of Emancipatory 
Qualitative Research within HSL


Recognition of Interdependency of Organisational Structures and Human Agency

The role of CHRD as non-positivist and radical paradigm also emphasises its strong affinities with critical realism by promoting a de-reified view of the organisation, which entails a recognition of the interdependency of organisational structures and human agency – where, on the one hand, organisational structures are seen as both the necessary conditions for and outcomes of human agency (or organisational practice) (Benton and Craib, 2001) and where, on the other hand, human agency is seen as both constrained by and able to shape and transform organisational structures, which can therefore be considered as only ‘relatively enduring’ and subject to change (Bhaskar, 1998, p.38; refer also to Chapter Three, Section 3.4, pp.52-53 for a more detailed discussion of the interdependency of social structures and human agency). 

It was particularly interesting to gain some insight into the prevailing assumptions about the structure-agency relationship within HSL. The following interview extracts, although lengthy, are quite important as they enable a nuanced understanding of the variation in perceptions and opinions on the matter:
 
I work with this in mind that most structures and most individuals in the jobs here last around five years. I feel there are some things I can shape, I have I suppose authority over some of the stuff that gets to the level of implementation, maybe. I have some influence at the strategic level, although what we do is driven by Scottish Executive directives, national policies or legislation. I mean it’s about making it fit in the local context (Associate Director of HSL).

Middle managers are all about translating high level strategy and policy, and doing that, involving their staff in it but also reflecting the views of staff upwards. To some extent they help shape policy up and down [sic]… we are a bit like a tennis man METAPHOR… there is a constant backward and forward movement … we have to follow the rules, we have policies, we must be seen to follow the governments whether it’s finance, clinical stuff or whatever (Senior L&D practitioner).

The organisation is still very hierarchical and we’re so small as to be almost invisible … we’re not on the radar … my boss comes from an organisation which is non-hierarchical, so they had a very flat structure … she’s used to a very different model and is finding it quite tricky to deal with this organisation, you know, things are how they are and non-negotiable (L&D practitioner).

While HealthServ has, over the past decade, witnessed significant restructuring exercises and tried out different structural configurations (refer to Chapter Eleven, Section 11.3, pp.186-189), the organisation remains highly hierarchical and centralised in terms of decision-making powers – which is mirrored by HSL. The above interview extracts suggest that variation in perceptions and opinions regarding structure-agency relationships is a function of rank and status within HSL’s hierarchical order – which it would be interesting to re-describe in critical realist terms.

Whilst there is at the top of HSL’s hierarchy a clear sense that organisational structures are only ‘relatively enduring’ (Bhaskar, 1998, p.38) and therefore subject to change (given that top management are constantly reminded of the need to not only embrace but lead change), there is also the realisation that the ‘real’ power to shape these structures rests outwith the organisation (in the hands of the Scottish Executive). Even though top management feel they have some influence at the strategic or board level, their ‘shaping powers’ are mainly confined to the contextualisation of decisions made at Executive level.

The responsibility of middle managers within HSL is to translate strategic decisions into practice and they see their agentive power as being only able to shape policy up and down – i.e. moulding policies in order to effectively implement strategic objectives and ensure that such policies are to some extent reflective of staff views when feeding back on progress to top management. The METAPHOR of the tennis man used by the senior L&D practitioner is particularly illuminating of how middle managers perceive themselves as having to go back and forth between lower and higher levels of the organisational hierarchy, and perhaps more importantly, of how they have to work within set parameters or, to quote Marx (1973, p.146), under the ‘inherited circumstances with which they are directly confronted’.

The view coming from the bottom of HSL’s hierarchy suggests a case of ‘learned helplessness’ (Seligman, 1975) in that those operating at this particular level seem to have developed a sense of insignificance (we’re so small as to be almost invisible … we’re not on the radar) and a belief that there is very little they can do, if anything at all, to have any influence over what is said and done within HSL (things are how they are and non-negotiable). With their shaping power ‘close to nought’, staff located at the bottom of HSL’s hierarchical ladder seem locked in a situation where they (un)consciously contribute to the reproduction of organisational structures that largely serve to constrain them and over which they have very little control (Bhaskar, 1986). 















Fig.13.7 Relationship between Rank/Status and 
Perception of Shaping Power within HSL

13.6 KR5: HSL as Psychoanalytical Tool 

This particular role is derived from Adorno and Horkheimer’s (1997) excursus into Homer’s Odyssey and aims to augment the role of CHRD as detector of modes of domination (refer to KR2, pp.231-232) whilst reaffirming its commitment to non-performativity. As such, it calls for a critical examination of the workings of the principle of domination within modern organisations – drawing particular attention to how environmental pressures can trigger the drive for self-preservation in dominant groups and provide them with the justification for upholding performative values and adopting a purposive, instrumental approach to work.

It also sheds light on how the persistence of performative values and instrumental behaviours can lead to an anti-dialogical reality in which all channels of communication are cut off to give free reign to the ‘performance principle’ and obscure its adverse impact on individual freedom and autonomy (Whitebook, 1996) – thus calling for the creation of a dialogical reality in which the motives and intentions driving the performance principle can be exposed and challenged and the possibility for negotiated degrees of employee freedom and autonomy can be discursively explored (refer also to Chapter Nine, Section 9.2, pp.139-140). Two potential empirical referents were derived from the above concerns: (i) a critical examination of instrumental behaviours in the workplace and (ii) dialogue as a means to resist performative values and negotiate degrees of employee freedom and autonomy.
Critical Examination of Instrumental Behaviours in the Workplace

As proposed in this study, a critical examination of instrumental behaviours in the workplace calls for the development of a psychoanalytical toolkit which can be particularly instructive of how environmental factors can exert a ‘formative influence on the psyche of the individual’ and induce in them such behaviours (Fromm, 1993, p.486). Unsurprisingly, there is no such toolkit in use within HSL and there is no interest in developing one – although there is a clear indication of instrumental attitudes and behaviours across the organisation, which starts at the very top:

Those at the top level of the organisation, I think can be very harsh and quite intimidating. They try their best to be otherwise but when push comes to shove, I still think they will put pressure on us to achieve the targets … From a kind of political point of view, I think it’s almost self-preservation … it’s just the kind of mindset they have, they have to be well seen by their own bosses and they will protect their own turf (L&D practitioner).


Environmental forces in the form of pressures from both the wider public and the Executive to achieve the objectives set by the SGHD (one senior HRD practitioner confessed to the ‘bullish’ culture that prevails at the ‘very top’) tend to trigger in top management the instinctual drive for self-preservation (to protect their own turf). Like Odysseus, the Homeric archetype of the instrumental subject, top management tend to adapt to the ‘brute’ environmental forces with which they are confronted through mimetic behaviour (Adorno and Horkheimer, 1997; Benhabib, 1996) – i.e. by becoming like them and finding in this process of adaptation a way to justify a purposive and instrumental approach to work and to bring their subordinates under the binding force of the performance principle (they will put pressure on us to achieve the targets).   

The instrumental mindset that prevails at the top seems to exert a formative influence on the psyche of managers operating at lower levels of the organisation:

 I know a lot of people who are in management positions, even those who manage a large number of staff … they do not manage people very well but look after their own interests … it’s no different in our department … it’s a question of how far they can push people to get what they want from them (Trainer, Centre for Management of Aggression).










Fig.13.8 Psychoanalytical Insight into Persistence of 
Instrumental Attitudes and Behaviours across HealthServ 

While the last interview extract provides an indication that instrumental attitudes and behaviours can be found within HSL itself (it’s no different in our department), these stand in flat contradiction of the professed democratic values of the organisation – which is perhaps reason enough for the lack of interest in the development of a psychoanalytical toolkit, however rudimentary, to critically examine instances of such attitudes and behaviours either within HSL or across the organisation. 

Dialogue to Resist Performative Values and Negotiate Degrees of Employee Freedom and Autonomy 

There are no formal communication structures either within HSL or the wider organisation to consider the implications of performance imperatives (especially regarding their impact on employees’ working and social lives) or to negotiate degrees of employee freedom and autonomy – and it seems that there is some doubt as to the relevance of such structures:

This is a bureaucratised, mechanised organisation and it’s about getting the job done. Because we are public servants we have, I suppose, an obligation to honour what our job descriptions say and to perform accordingly and the job description is sometimes more important than how valued the duties are within it (L&D practitioner).

There’s not much point in negotiating … I guess it really depends on where you work … I would say there’s more autonomy in [HSL] than I see anywhere else in the organisation, it’s much more flexible. I couldn’t speak for the other departments but certainly for nursing and IT. There’s definitely more autonomy here … In nursing where I come from, everything you did, you had to answer to somebody else … you weren’t allowed to take on that responsibility … [and] you wouldn’t be released for study leave, yeah, because each service works differently, you know (Clinical Skills Coordinator).

The first interview extract above suggests that there is within HSL a ‘resigned acceptance’ of performance imperatives as a ‘natural necessity’ (Collier, 1994). The drive for enhanced performance tends to be seen by employees as an expression of what the organisation stands for (a bureaucratised, mechanised organisation that is primarily concerned about getting the job done). It is also a mechanism through which employees can fulfil their obligation as public servants and even develop a sense of purpose (and pride) in attending to the duties which they value (and for which they are not always given due credit). 

The second interview extract questions the relevance of communication structures as a means to negotiate degrees of employee freedom and autonomy. Following the respondent’s view (which was shared by a number of other respondents), it would appear that the possibility for degrees of employee autonomy and freedom is mainly dependent on an in-built job flexibility at the functional level (I guess it really depends on where you work) irrespective of rank or status – viz. degrees of employee autonomy and freedom are not so much dependent on rank or status as on the in-built flexibility of one’s particular job, which differs across functions (the difference between nurses and HRD practitioners being the case in point).   

However, while in-built job flexibility can be viewed as the key determinant of employee autonomy and freedom, the relationship between these two variables can be impacted by other factors:

When I did my PG Cert my line manager was quite supportive, and gave me the time I needed to do my study days … I have a few friends whose managers are not releasing them for study leave. That can’t possibly be right but their managers quite openly don’t agree with it and seem to get away with not supporting them. There’s no equality at all for study provision (L&D practitioner).

For me, it’s about me working on my own a lot of the time, making decisions by myself, which is kind of working to your ability as far as you have something to show that you can get on with your job … I enjoy I guess some form of autonomy which I think is primarily based on the trust of my manager in my skills and abilities (OD practitioner).

The above case examples indicate how employee freedom and autonomy can be influenced by a number of intra-functional variables. The first case refers to the mediating influence of line manager support (or lack thereof) on staff’s autonomy in addressing their learning needs. The second case shows how autonomy regarding work itself can be dependent on the level of trust between line manager and staff, primarily based on the latter’s proven skills and abilities or past performance.   












Fig.13.9 Relationship between In-Built Job Flexibility 
and Employee Freedom and Autonomy within HSL

Figure 13.9 above summarises in diagrammatic form what has been discussed in this section to illustrate the relationship between in-built job flexibility and degree or level of employee freedom and autonomy whilst reminding of the fact that such relationship can be mediated by ‘intra-functional variables’, examples of which have been provided in the last two interview extracts. Importantly, it helps explain the ‘lack of enthusiasm’ within HSL for formal communicative structures as a means to negotiate degrees of employee freedom and autonomy: given the fact that the possibility for employee freedom and autonomy is primarily dependent upon in-built job flexibility (and thus beyond the control of both managers and staff), there seems to be little point in debating the issue.

13.7 Explanatory Matrix: Overview of HSL from a DOE Perspective 
CHRDROLE	EmpiricalReferents	Summary of Key Findings                  T1                                         T2	Researcher Explanation	InformantValidation*
KR1: HSL as redeemer of the project of human emancipation	Centrality of employee emancipation	Early articulation of emancipatory intent rooted in the principles of The HealthServ Way. However, intent mere corollary of HSL’s strategic agenda.	Substantiated through triangulation of evidence. 	HSL’s emancipatory intent is at source teleological – flowing from an overriding need to achieve strategic objectives. 	           √√
	Clarity of remit and  responsibility of HRD function in relation to employee emancipation	Dependent upon existence of clear political & resource commitments.	‘Obscured’ following economic pressures and withdrawal of political and resource commitments – confirming findings at T1.	Political and resource commitments have a direct causal influence on clarity of HSL’s remit and responsibility and strength of commitment in relation to employee emancipation.	           √
*Key:         √ √  = Yes Clearly          √ = Yes          U = Unsure          # = Split Views          X = No











CHRDROLE	EmpiricalReferents	Summary of Key Findings                  T1                                         T2	Researcher Explanation	InformantValidation*
KR2: HSL as detector of modes of domination	Detection and removal of sources of domination 	Absence of dedicated system for detection and removal of potential sources of domination in the workplace.	No evidence of intention to develop such a system.	The HealthServ Way seen as a self-sustaining/governing/auditing system of values to regulate behaviour – dispensing with the need for a more direct approach to the detection and removal of sources of domination.	                   #
	Knowledge products geared towards employee emancipation	Blended learning and coaching plan as an expression of HSL’s ‘will to emancipate’.	Closer inspection reveals a deeper motive – need to do more with less in view of financial pressures and downsizing of HSL.	The strength of HSL’s ‘will to emancipate’ is dependent upon access to and configuration of scarce resources.	     √
	Partnerships and strategic alliances to boost OL	Recontextualisa-tion of SG’s partnership ethos within HSL. Critical alliances with external partners to boost OL but underpinned by purposive rationality.	Work in progress.	Satisfaction of employees’ emancipatory needs incidental to the development of knowledge products and ‘critical alliances’ – although seen as a desirable outcome and as having a positive influence on the achievement of strategic objectives. 	               √
KR3: HSL as facilitator of creative reasoning	Intolerance of oppressive/exploitive behaviours	Clear statement of intent to outlaw oppressive/exploitive behaviours.	Triangulation of evidence leads to identification of disconnect between intent and workplace experience.	Distant causes: bullying culture and lack of engagement at the top. Large size of organisation, leading to inconsistency in enforcement of codes of practice across sites and functions.Proximate causes: persistent instrumental approaches to work and prejudicial attitudes at individual level. Difficulty in managing employee expectations in addressing instances of oppressive/exploitive behaviours. 	               # 

CHRDROLE	EmpiricalReferents	Summary of Key Findings                  T1                                         T2	Researcher Explanation	InformantValidation*
KR3: HSL as facilitator of creative reasoning	Commitment to continuous improvement of working  conditions 	Embedded in plan to achieve HWL and IiP status for the whole organisation.	Pressure by top management to expedite process – resulting in employee disillusionment and disengagement.	HWL and IiP re-instrumentalised as means by top mgmt to achieve corporate objectives and raise organisation’s profile. 	       √
KR4: HSL as promoter of non-positivist and radical research	Deep-probing and meaning-rich qualitative research driven by emancipatory interest	Disjuncture between non-positivist mindset within HSL and predominance of quantitative research.	Growing feeling of unease regarding reliance on quantitative measures. Recognition of unmet need for more qualitative research.	Key reasons: positivist mindset at the top.Resource-intensive nature of qualitative research. Cost-effectiveness and expediency of quantitative measures.	           √ √
	Recognition of organisational structures and human agency as interdependent	Variation in perceptions of ability to shape organisational structures – with ‘shaping power’ limited at top and middle management levels and virtually nil at lower levels of HSL’s hiercharchy.	Situation unchanged and seems set to ‘endure’.	Perception of shaping power is a function of rank & status within HSL. Can be extrapolated to wider organisation. However, can also be mediated by a range of variables at both individual level (e.g. locus of control) & functional level (power relations).	          √√
KR5: HSL as  psychoanaly-tical tool	Critical examination of instrumental behaviours	Persistence of instrumental attitudes and behaviours within certain areas or domains of the organisation. 	Situation unchanged. No indication of attempt to ‘remedy’ it.	Instrumental attitudes and behaviours are the ideological effect of top management’s drive for self-preservation (in the face of environmental pressures) which is reproduced at lower management levels. 	                 U      
	Dialogue to resist performative values &  negotiate degrees of freedom and autonomy	Absence of formal communication structures to address implications of performance imperatives and negotiate degrees of employee freedom and autonomy.	Persistent doubt as to the relevance of such structures.	Resigned acceptance of performance imperatives as natural necessity.In-built job flexibility as key determinant of employee freedom and autonomy – which can also be influenced by intra-functional variables (e.g. line manager support, level of trust).	       √√
*Key:         √ √  = Yes Clearly          √ = Yes          U = Unsure          # = Split Views          X = No





This section further distils the key findings to draw attention to the following contradictions or inconsistencies within HSL that can frustrate the possibility for CHRD practice: 

First, it was shown how HSL’s nascent emancipatory intent is at source teleological in that it flows from an overriding need to achieve HealthServ’s strategic objectives and how the strength of its commitment to the project of employee emancipation is ultimately dependent upon the very thing that CHRD aims to challenge: its performative orientation.  

Second, HSL’s capacity to counteract modes of domination and promote employee emancipation was examined to underline the following: (i) the absence of a dedicated system for the detection and removal of sources of domination and a reliance on The HealthServ Way as a self-sustaining/governing/auditing system of values to regulate behaviour, (ii) an intent on increasing capacity for blended learning and coaching as a means to address employees’ emancipatory needs which, however, betrays a primary concern with the maximisation of scarce resources and an exclusive focus on management development, and (iii) the proactive development of critical alliances with external partners to boost OL but which remains underpinned by strategic imperatives – to which the satisfaction of employee emancipatory needs is only incidental. 

Third, the focus was brought on the role of HSL in addressing oppressive/exploitive behaviours in the workplace and in enacting HealthServ’s commitment to the continuous improvement of working conditions. Although HSL has taken a leading role in raising awareness of the need to outlaw oppressive/exploitive behaviours, there remains a disconnect between the organisation’s clear statement of intent to this effect and workplace experiences – resulting from both distant causes (bullying culture and lack of engagement at the top reproduced down the hierarchy; large size of organisation preventing consistency in enforcement of codes of practice across sites and functions) and proximate causes (persistent instrumental attitudes and behaviours at individual level; difficulty in managing employee expectations when addressing instances of oppressive/exploitive behaviours). HSL also plays an active part in promoting HealthServ’s commitment to the continuous improvement of working conditions, embodied in the plan to achieve both HWL and IiP status for the whole organisation in the near future. However, there is pressure from the top to expedite the process and a tendency to re-instrumentalise these initiatives as a means to achieve corporate objectives and raise the organisation’s profile – leading to employee disillusionment and disengagement. 

Fourth, an examination of the preferred mode of inquiry within HSL revealed a disjuncture between a non-positivist (non-numerate) mindset and the predominance of quantitative (number-driven) research into which the HRD function is being forced – pointing to a recognition by HSL members of a need for more qualitative research. The key underlying reasons include a positivist orientation at top management level, the resource-intensive nature of deep-probing qualitative research and the cost-effectiveness and expediency of quantitative measures. The prevailing assumptions about structure-agency relationships were also probed. The findings (which could be extrapolated to the wider organisation) suggest that variation in perceptions of ability to shape organisational structures is a function of rank and status within HSL – with perception of limited shaping power at top and middle management levels and virtually nil at lower levels. Attention was also drawn to the mediating influence of a range of variables at both individual level (e.g. locus of control) and functional level (e.g. differentials in power relations).    

Finally, this investigation offered a ‘psychoanalytical’ insight into the persistence of instrumental attitudes and behaviours across HealthServ and the absence of communicative structures to resist performative values and negotiate degrees of employee freedom and autonomy. The chain of evidence indicates that instrumental attitudes and behaviours which tend to persist within certain areas or domains of the organisation are the ideological effect of top management’s drive for self-preservation in the face of environmental pressures, which is reproduced at lower management levels and serves to legitimate a performative approach to work. The absence of communicative structures to address the implications of performance imperatives and negotiate degrees of employee freedom and autonomy points to: (i) a resigned acceptance of performance imperatives as a ‘force of necessity’, and (ii) the fact that the possibility for degrees of employee freedom and autonomy is mainly dependent upon an in-built job flexibility at functional level – which is beyond the control of managers and staff alike and therefore non-negotiable. It was pointed out, however, that the relationship between in-built job flexibility and employee freedom and autonomy can be mediated by intra-functional factors such as line manager support and level of trust between managers and staff.
Chapter Fourteen
THEMATIC ANALYSIS: 




This chapter presents a dialectical analysis of HSL against the potential empirical referents stemming from the two key CHRD roles that were derived from a selective review of Marcuse’s (1991) IDM. Once again, the concern was to ensure a balance between evidence and causal explanation (Miles and Huberman, 1994) and an effort was made to distil the analysis and illustrate identified causal relationships with recourse to appropriate diagrams. A summary of the key findings is then presented in a time-ordered explanatory matrix accounting for changes over time and level of informant agreement. The concluding section draws attention to salient contradictions and inconsistencies that inform the development of the CHRD framework in Chapter Seventeen.     

14.2 KR6: HSL as Custodian of an Emancipatory Culture

Drawing inspiration from Marcuse’s (1991) critique of the culture industry, the role of CHRD as custodian of an emancipatory culture challenges CHRD to resist, out of a duty of care for employees, the commodification of ‘higher culture’ in the development of the HRD curriculum in order to promote cultural forms that retain a high educational value and an emancipatory potential as opposed to being solely driven by performance outcomes and strategic objectives. This entails the development of learning solutions that give a voice to learners and reflect their ‘true’ learning needs and interests. This particular role also reaffirms CHRD’s non-conformist, iconoclastic posture (Sambrook, 2009) – entrusting the HRD function with the responsibility to resist one-dimensional thinking (Marcuse, 1991) and to institutionalise a tradition of non-conformity and challenge through which employees can, without fear of reprisal, challenge established systems of thought and behaviour that needlessly deny them the right to address their true learning needs and interests and to self-emancipate. This invites the consideration of the following two potential empirical referents: (i) an HRD curriculum reflecting learner voice and addressing their ‘true’ learning needs and interests, and (ii) a tradition of non-conformity and challenge.
HRD Curriculum Reflecting Learner Voice and Addressing ‘True’ Learner Needs and Interests 

While the need for the HRD curriculum to reflect learner voice and address their needs and interests is recognised by HSL management, such recognition is attached to an important caveat:

The programmes, well, if they’re not reflecting the needs of the employees, then I think we’ve got it fundamentally wrong. We have a fantastic vocational training strategy across the whole of [HealthServ], we have much investment in vocational qualifications and accreditation and it’s there if people want to pursue it … We do listen to employees and address their specific development needs … However, you know, we’re not core business, healthcare delivery is, and the first thing that would happen if my outcomes are not organisationally tethered, is that, although this sounds a bit drastic, my function could be axed or outsourced (Associate Director of HSL).

There is a recognition at the top of HSL’s hierarchy that efforts should be made to ‘give a voice’ to employees and to address their specific learning needs and interests (we do listen to employees and address their specific development needs). The development of a range of learning initiatives to this effect, including the vocational training strategy mentioned in the above interview extract, is duly promoted in HSL’s Learning Plan. However, the overriding concern of top management is that employee learning needs and interests should be aligned with the strategic objectives of the organisation – i.e. employee needs and interests should be, as elegantly put by the above respondent, organisationally tethered if the future of HSL as a ‘support function’ is not to be put at risk (we’re not core business … my function could be axed or outsourced). 

While the above interview extract provides yet another piece of evidence confirming the primacy given to strategic and performance objectives within HSL (refer to KR1 in Chapter Thirteen, Section 13.2, pp.227-230), it raises the question of whether learner needs and interests as they are currently addressed by HSL would qualify as ‘true’. Learner needs and interests within HealthServ could be summarily dismissed as ‘false’ since they are in fact ‘superimposed upon’ employees by management whose primary interest is in the effective achievement of strategic and performance objectives and, by default, in the effective repression of employees’ ‘true’ learning needs and interests, which therefore have to be ‘absorbed into’ HSL’s strategic agenda (Marcuse, 1991, p.7) – and this perhaps explains why comments of the type below were recurrent in this investigation: 

What I hear, in my role as I go around is that users of the service feel they’re not getting what they want, and they’re not clear how to access the development that they need, in many, many cases (L&D practitioner).

No, I don’t feel that my development needs have been addressed. I’ve had to go outwith the organisation to do a diploma and I paid for that myself and that’s in my own time (OD practitioner).

When probed on the effectiveness of Training Needs Analysis (TNA) as a means to address the issue of ‘learner voice’, an Associate Director of HSL made the following remarks: 

I think training needs analysis is a good point of general direction and we’ve done that before … I find that it doesn’t matter whatever I put in it, it’s never enough and it never meets the needs of the individual as such … we have to get the balance right, because, you know, if I’m a part-time domestic, I want to come and do my four hours a day mopping the floors I’m supposed to mop, and do a good job and get my money. I don’t particularly want to come and be expected to do some development. I need to be told what’s safe when I’m using my machine and I’m protected while I’m at work and we have to understand that, that’s what it takes. 

The above response suggests that TNA is seen by management as more of a ‘steering device’ that can broadly guide the development of HSL’s Learning Plan than a systematic tool that can effectively tap into individual learning needs and interests – a view which is most probably reinforced by the resource-intensive nature of TNA and the sheer size of the organisation, making it almost impossible for HSL to address learner needs and interests on a one-to-one basis. What, however, is particularly interesting in the above response is that it unquestionably contains an assumption that learner needs and interests at the lower levels of the organisation are fairly ‘basic’ (and inconsequential) and thus not worthy of any particular attention or substantial investment from HSL (with the implication that such needs and interests are already amply met by mandatory training).

While this assumption might be justified by quantitatively-driven measures (surveying low-level employees with the intention to self-develop ‘beyond the requirements of the job’ is likely to yield a relatively low number of ‘positive’ responses), it is guilty of lumping together individuals operating within the ‘less privileged areas’ of the organisation as a means of marginalising their ‘true’ learning needs and interests whilst weakening ‘learner voice’ and sustaining a perception of inequality in the importance attached by HSL to the learning and development needs of different employee groups across HealthServ. The recent shift in focus within HSL regarding the provision of learning (with coaching now seen as ‘the way forward’) tends to validate the point just made: 

Essentially coaching is delivered through a series of purposeful conversations, which enable an individual to move towards achieving his or her goals … and is designed to unlock individual potential to maximise personal performance thereby strengthening the opportunity to the achievement of the organisation’s goals, objectives and ambitions (HR and OD Strategy, 2008, pp.2, 7).  

Although it is undeniable that HSL’s coaching plan displays emancipatory features (highlighted in italics), it is important to stress that it is primarily aimed at managers whose development is seen as vital to the achievement of the organisation’s goals and ambitions (refer to KR2 in Chapter Thirteen, Section 13.3, pp.232-234). Such a ‘selective approach’ in the provision of learning opportunities is not only the result of resource constraints but also of a firm belief (confirmed by a significant number of respondents) that focusing on management development will have a positive knock-on effect: taking care of the development needs of managers will enable them to take care of those of their subordinates. 
































Fig.14.1 A Stratified Understanding of Factors Impacting
Learner Voice and ‘True’ Needs & Interests


A Tradition of Non-conformity and Challenge

The existing social order within HSL in relation to the possibility for non-conformity and challenge is quite complex and ambiguous, as revealed by the following responses from two L&D practitioners: 

I think there isn’t enough of an open culture where people are allowed to stand up and say what they think and want. There’s this bullying and fear culture that comes from the very top. That would be denied, but it’s there, people are frightened to talk out and that’s not right. Somebody was telling me yesterday that HealthServ is referred to as The HealthServ Fortress COUNTER-METAPHOR and that all the other health boards say it’s like a fortress because management think they are better than everyone else and no one can challenge them … Well, it doesn’t sit very nicely with The HealthServ Way, does it? We need a huge culture change in HealthServ and if we could really live the principles of The HealthServ Way – that would be fantastic!
	
Yes, in the groups at our own level, people do have the right to say what they think and feel, but often they don’t for various reasons, for fear of reproach or getting it wrong. To me it’s very important that people are open and honest and don’t bottle up their feelings, especially if they are not happy with something or have specific learning needs. And if they don’t say and have a voice, then we are not going to improve things.

The above responses suggest that one might be faced here with a bi-polar factor, strategic v. operational – where the possibility for challenge and voicing out one’s opinion is related to the nature of the ‘issue’ at hand, but perhaps more importantly, to the ‘domain’ of its occurrence. It seems that employees are allowed, as a concession from top management, to share their views and opinions, raise their grievances and discuss their specific learning needs and interests at their own level (i.e. on matters that pertain, from a management standpoint, to the operational level). They would, however, find it extremely difficult to express their views and opinions, let alone challenge management, on matters pertaining to the strategic level, which the latter would consider as non- negotiable and therefore not subject to challenge – which explains the feeling among staff that management would not hesitate to ‘clamp down on’ attitudes and behaviours that they felt posed a threat to their own agenda.

Based on the above evidence (which was confirmed by a number of respondents), it is argued that the relationship between top management and their subordinates is hegemonic – in that it does not involve direct (and sustained) confrontation but a constant ‘repositioning’ of relationships, where through concession and coercion, management are able to maintain their authority over their subordinates and frustrate the possibility for challenge or the denaturalisation of oppressive attitudes and behaviours that could upset the balance of power (Jones, 2006). The ‘flexibility’ shown by management in allowing (and even encouraging) staff to voice out their opinions and discuss their learning needs and interests ‘at their own level’ is not so much driven by a genuine interest in employee involvement and input as by a veiled interest in their consent and compliance.     

However, staff are not necessarily ‘duped’ by such hegemonic tactics and can see ‘right through’ the real motives of management, although the extent to which the latter are aware of (or care about) this is subject to further probing. The COUNTER METAPHOR, The HealthServ Fortress (used to refer to the ‘managerialist stronghold’ within HealthServ and to call attention to the disjuncture between management attitudes and behaviours and the democratic principles of The HealthServ Way) is gaining some currency both within and outwith the organisation and is particularly telling of the growing disappointment and cynicism among staff members. 

















Fig.14.2 Bi-Polar Factor Influencing Possibility for 
Non-Conformity & Challenge within HealthServ 


14.3 KR7: HSL as Endorser of a Dialectical Mode of Thinking

The role of CHRD as endorser of a dialectical mode of thinking is a powerful reminder of its non-positivist stance (refer to KR4 in Chapter 13, Section 13.5, pp.242-245) and, in stark contrast to positivism, promotes a non-identity logic and an ontology of becoming (which views the concept as open and evolving and accommodating of new meanings) and a politics of possibility (which entails the use of creative modelling techniques to enable the conceptualisation of more emancipatory social conditions) (Harvey, 1996; Marcuse, 1991) – leading to the identification of the following potential empirical referents: (i) flexibility in meanings attached to HRD and (ii) use of creative modelling to frame emancipatory change.

Flexibility in Meanings Attached to HRD

The following response from a Head of Department provides an insight into how HRD is construed and practiced within HealthServ:

Well, I know that for us the term [HRD] does encompass at this moment in time, which is, you know, CPPD – the Continuing Professional and Practice Development, OD and learning and development and now we are looking at blended learning, lifelong learning, coaching etc. … but if we could add creativity and innovation I think we could do more with the concept even though we don’t use the term [HRD] itself here ...

The term HRD is not in use within HealthServ as Workforce and Organisational Development is the ‘preferred umbrella term’ employed by most members of HSL to refer to the range of activities falling under its remit. What is particularly interesting about the above response is that it contains a rather convincing piece of evidence which shows how the non-identity logic and ontology of becoming that drive dialectical thinking (Held, 1980; Marcuse, 1991) sit quite easily with the prevailing mindset within HSL. The respondent was confident in explaining how HSL is becoming more encompassing and has enlarged (at this moment in time) its scope of activities to include initiatives that until recently were not part of its remit, and how new meanings (with creativity and innovation cited as examples) could further be added to what HSL stands for as a means to increase its influence and effectiveness across the organisation. It is also worth noting that most respondents were quite ‘at ease’ with the idea of HRD as an ‘open’, multidimensional and evolving concept that can be accommodating of new ideas, images and meanings and serve as a potential guide for change (Kellner, 1991).

That HSL recognises the possibility (and importance) of flexibility in meanings attached to HRD-as-concept is beyond doubt. However, what is more important in this investigation is the manner in which meanings are attached to HSL. The following response from one of the more senior HRD practitioners is particularly insightful: 

My imagination has been captured by the fact that we can actually question and develop the concept of HRD and think about what it actually means. This raises issues for me and I think I mentioned this to you earlier in one of our dialogues because whatever we do is decided at board level. However, I think that if it [HRD] is strategically placed at board level, then it can be very, very powerful, very influential, something which can underpin virtually everything that is going on in this organisation (Associate Director of HSL). 























Use of Creative Modelling to Frame Emancipatory Change

Although HSL is ‘well versed’ in the use of modelling techniques to frame change, these are an expression of the service-centred perspective that underpins HSL’s Learning Plan and the positivist mould the HRD function is being forced into (refer to KR4 in Chapter Thirteen, Section 13.5, pp.241-242. 

We have development days, so we’ve done various different diagnostic things, you know which we use anyway like Briggs-Myers personality types, we use Belbin team types, management break style indicators, supply metrics based on Christmas tree modelling to look at staff profile, predicted retirals, turnover, skill mix etc. … (Head of Department).

As indicated in the above response, modelling exercises within HSL consist mainly of the use of ‘run-of-the-mill’, well-cherished management models, which have proved their efficacy and stood the test of time. However, from a more ‘critical’ perspective, one has to contend that such models are not inherently ‘radical’ or particularly ‘frame-breaking’ in that they primarily serve to shape ‘desirable’ behaviours within the existing frame of reference or social order. 

Moreover, one can easily notice the positivist inclinations of the type of diagnostics and metrics used for future projections and scenario-building: demographic profiling, predictions of staff turnover, reconfiguration of the skill mix, etc. are the type of reifying exercises that tend to reduce human beings to numbers, powerless objects of study that can be readily integrated into statistical models for the sake of prediction and control (Craib, 1992; Lukács, 1971); and, as already pointed out in the literature review (e.g. refer to Chapter Five, Section 5.6, p.89), reification does not stop with human beings but can extend to the whole organisation, to give it the appearance of being totally determined by external forces and to restrict action to the existing frame of reference (Buck-Morss, 1977).  

The following interview excerpt emphasises the purposive, service-centred perspective that underpins modelling activity within HSL:    

Well, I got to a point where I was looking for new models and I think we’ve come to the point now where we’ve got this star model emerging: five points, which basically say three things – common purpose, positive regard and shared values – and in the middle of the star model we have an outstanding patient experience which is what we wanted. And there is another model we are implementing with the help of GE which is LEAN in HealthServ and which is huge at the moment … so we are actually process re-engineering, eliminating waste and inefficiencies and fundamental to that re-engineering is the patient experience and the way they are treated and engaged (Deputy Head of Department).

Modelling activity by HSL’s top management is undeniably underpinned by a service-centred perspective (in the middle of the star model we have an outstanding patient experience which is what we wanted) and unitarist assumptions that such perspective is (or should be) shared by all key stakeholders (common purpose, positive regard and shared values). The LEAN model that now forms the basis for an organisation-wide process re-engineering exercise is driven by the same service-centred perspective (and fundamental to that re-engineering is the patient experience). However, since the LEAN model is well known for its hard-nosed focus on the maximisation of efficiency and performance, it could well be dismissed as yet another tool in the management ‘toolkit’ designed to legitimate their overriding strategic interests and performative values.









                                                                                                                                                                       





Fig.14.4 Factors Influencing Modelling Activity within HSL
Figure 14.4 above is a diagrammatic representation of the key issues discussed in this section, drawing attention to: (i) the defining characteristics of modelling activity within HSL (as service-centred, performance-oriented and number-driven), (ii) the key factors influencing such activity (strategic interests, performative values and positivist inclinations of top management), and (iii) how modelling activity within HSL is restricted to the existing frame of reference to which subsequent action tends to cycle back. 

14.4 Explanatory Matrix: Overview of HSL from a IDM Perspective 

CHRDROLE	EmpiricalReferents	Key Findings    T1                               T2	ResearcherExplanation	InformantValidation*
KR6: HSL as custodian of an emancipatory culture	HRD curriculum reflecting learner voice and addressing ‘true’ learner needs and interests 	Weak learner voiceRepression of ‘true’ needs & interests of lower-level employees.Asymmetry in knowledge/power relations between management & subordinates.	Reinforced by recent financial pressures and focus on management development.	Overriding management concern with alignment between learner needs & interests and strategic objectives.Limited use of TNA as steering device in programme development.Management assumption about ‘low’ motivation of low-level employees to self-develop and positive knock-on effect of management development on that of subordinates. 	         #
*Key:          √√= Yes Clearly          √ = Yes          U = Unsure          # = Split Views          X = No

           Table 14.1: Explanatory Matrix: Overview of HSL from a IDM Perspective
CHRDROLE	EmpiricalReferents	Key Findings                  T1                                         T2	Researcher Explanation	InformantValidation*
KR6: HSL as custodian of an emancipatory culture	Tradition of non-conformity and challenge	Bi-polar factor: operational v. strategic.Limited opportunity for challenge at operational level.  Absence of opportunity to do so at strategic level – resulting in ambiguous power dynamics.	Situation unchanged.Further probing deemed unnecessary.	Disjuncture between management behaviour and democratic principles of The HealthServ Way. Management hegemonic tactics to maintain authority over their subordinates and secure their compliance to the organisation’s strategic objectives.	     #
KR7: HSL as endorser of a dialectical mode of thinking	Flexibility in meanings attached to  HRD 	Recognition of importance of flexibility in meanings attached to HSL. However, meanings imposed by top management – hence service-centred and performance- oriented.	Confirmation of meanings attached to HSL as service-centred and underpinned by performative values.	HSL viewed as open and evolving.Management drive for enhanced performance and excellence in service delivery.Management concern for strategically positioning HSL at Board level.	       √
	Use of creative modelling to frame emancipatory change	Modelling activity underpinned by service-centred perspective. Mostly number-driven and restricted to current frame of reference. No real power to transcend existing social order and frame emancipatory change.	No indication of change in orientation. 	Modelling activity primarily carried out by top management – reflecting their strategic interests, performative values and positivist inclinations. 	         #
*Key:          √√= Yes Clearly          √ = Yes          U = Unsure          # = Split Views          X = No
 









This section further refines the key findings presented in the above table to draw attention to some of the main inconsistencies that can severely limit the practice of CHRD within HealthServ: 

First, HSL was assessed as custodian of an emancipatory culture (which emphasises the importance of giving a ‘voice’ to learners and addressing their ‘true’ learning needs and interests and aims to institutionalise a tradition of non-conformity and challenge). The findings reveal that HSL’s curriculum only weakly reflects learner voice and tends to repress the ‘true’ learning needs and interests of (especially low-level) employees because: (i) it is superimposed upon them by management (whose primary interest is in aligning employee learning and development with strategic objectives), (ii) TNA is used as a broad steering device in programme development rather than as a systematic tool to effectively tap into the needs and interests of individual employees, (iii) there is an assumption at top management that low-level employees have a low motivation to self-develop and are thus not worthy of particular attention or investment, and (iv) there has been a recent shift in focus towards management development in the hope that it will have a positive knock-on effect on employee development – while little attention has been given to the fact that this can potentially lead to the establishment of an elitist culture and reinforce the fundamental asymmetry in knowledge and power relations between management and their subordinates. 

Regarding the possibility for conformity and challenge, the findings point to an ambiguous power dynamics resulting from top management’s hegemonic tactics to maintain their authority over their subordinates and secure the latter’s compliance to their strategic agenda – where employees are given the opportunity to express their views and opinions at operational level but denied the right to do so at strategic level, which remains the province of top management. This leads to the logical conclusion that the existing power relations within HealthServ are far from being conducive to the institutionalisation of a tradition of non-conformity and challenge.



































Following the same format as the two preceding chapters, this chapter presents a critical examination of HSL from a CTECH perspective. Two key CHRD roles were derived from this particular theme, leading to the identification of a set of four potential empirical referents against which HSL is assessed. A summary of the main findings is then presented in a time-ordered explanatory matrix before the key issues informing the recommendations in Chapter Seventeen are outlined in the concluding section.

15.2 KR8: HSL as Shaper of Technology Development and Application

The role of CHRD as shaper of technology development and application aims to stem the rise of technocracy across the organisational lifeworld. As explained in Chapter Seven (refer to Section 7.2, p.107), technocracy entails a strong determinist view of technology as ‘an independent, self-regulating process’ (Habermas, 1971, p.64) that impacts social life and work and that is to be brought under the control of managers as ‘technical experts’ – thus providing the justification for transforming technology into a managerial tool to promote the performative interests of management whilst obscuring its social dimension and emancipatory potential  (Alvesson and Willmott, 1996; Fournier and Grey, 2000). There is therefore need for CHRD to take a leading role in mediating the process of technology development and application so as to ensure a balance between stakeholder interests and, if possible, to transform it into a liberating tool for employee emancipation – leading to the consideration of the following potential empirical referents: (i) the HRD function as shaper of technology development and application, and (ii) technology as enabler of employee emancipation. 

The HRD Function as Shaper of Technology Development and Application

As shaper of the process of technology development and application, the HRD function is called to resist technocracy and act as stakeholder watchdog by (i) foregrounding the social dimension of technology (which tends to be obscured by technocracy) (McLoughlin, 1999), and (ii) ensuring that such process reflects a balance between stakeholder interests and is based on the collective and ‘correct evaluation of possible alternative choices’ that can guard against calculating and exploitive forms of action (Habermas, 1971, p.92). 

While HSL is the ‘end-user’ of a range of technologies (in the form of equipment and machinery) to which it has recourse to deliver group-specific training (e.g. clinical and health and safety), its role as shaper of technology is mostly focused on the application (if not the development) of ICTs, especially in connection with e-learning, which is one of the ‘top priorities’ in its Learning Plan and which is deserving of particular attention here:

We started off with the ECDL (European Computer Driving Licence). That was the first test of e-learning for the organisation. We still run ECDL, but obviously hardware and IT tradition in the health service is very low. E-Learning was a low priority, because management couldn’t see its benefits and it wasn’t given the investment that it really needed and the hardware hasn’t been up to scratch. Tables have turned now, it’s improving, we have a commitment from management and we’re looking to develop a more blended approach on some of the training (E-learning Development Manager). 

The new Learning Plan challenges us to introduce new ways of working around exploiting technological change to improve service delivery … engaging employees in reorganising services around patient needs ... to increase access to learning opportunities for all staff to ensure equality of access and enabling them to learn according to their own patterns, offering a range of personal choices as to when, where and how they wish to learn … to develop and promote on-line module [sic] for all staff mandatory use as a complete e-learning module, tailored to the needs of occupational groupings or services (HSL, Learning Plan, pp.3, 12).

After an initial period of experimentation with ECDL (as a basic ‘start-up’ learning programme) and ‘teething problems’ (in the form of underperforming systems and a lack of management and resource commitment), there seems to have been a remarkable turnaround within HSL regarding e-learning – where it is now seen by top management as Prometheus’ gift of fire, capable of  bringing far-reaching benefits in terms of cost-effectiveness, improvement in service delivery, and equality of access to learning opportunities (refer to text highlighted in italics in document extract above).

Based on the above evidence, it would only be fair to state that the newly-found enthusiasm of HSL management for e-learning had nothing to do with a deliberate attempt to ‘turn it into ideology’ as a means to reinforce power asymmetries (which are, in any case, already well entrenched both within HSL and across the organisation) or pursue some hidden agenda. Their initial lack of commitment to the project had more to do with an uncertainty about the effectiveness of e-learning and the difficulty in anticipating its ‘hidden costs’ and ‘real’ benefits than with a lack of interest in addressing employee development needs. 

Moreover, there now seems to be a firm commitment within HSL to ‘market’ e-learning as a ‘unique learning solution’ that will democratise access to learning and offer staff greater choice and flexibility in addressing their specific development needs and interests. As evidenced by the documentary extract, it is undeniable that HSL’s strategy for e-learning displays emancipatory features that can to some extent reconcile stakeholder interests and help restore a much-needed balance between organisational and individual needs, and between performance and learning outcomes. However, as already demonstrated in this investigation, HSL’s e-learning initiative is also (if not primarily) a cost-reduction measure and is driven by the need to do more with less (refer to KR2, in Chapter Thirteen, Section 13.3, pp.232-234) and the question remains whether such a balance, if ever achieved, could be maintained in the face of increased financial pressures and budget cuts.  

Technology as Enabler of Employee Emancipation

It is therefore appropriate at this point to further probe HSL’s e-learning initiative to assess it as enabler of employee emancipation and identify organisational barriers that stand in the way. The following questions come to mind: (i) To what extent will it reinforce or lessen the grip of the performance principle over HealthServ?  (ii) Can it contribute to the de-normalisation of unequal knowledge and power relations within the organisation? and (iii) To what extent can it increase the potential for employee emancipation across HealthServ? When probed along this line of questioning, the E-Learning Development Manager made the following comments:

We don’t have an infinite budget, so we are limited as to what we can purchase for the organisation, so we’ve decided to go for courses that match the core dimensions. As for follow-up e-learning, it’s up to the line manager to police that. Managers will be able to access Empower to view attendance and e-learning results and they will have complete control over e-learning. So it’s handed over to them, if you like, so it’s their responsibility to check that staff are doing it … Empower will allow them to do all sorts of statistical information for the organisation (E-learning Development Manager).

The answer to the question of whether e-learning will reinforce or lessen the grip of the performance principle over the organisation seems quite straightforward: financial pressures (We don’t have an infinite budget) weigh heavily in the balance between organisational needs and individual needs and when increased will ‘tip it’ in favour of the organisation (so we’ve decided to go for courses that match the core dimensions). A restricted budget means that the development of the on-line curriculum has to give priority to strategic objectives and to feed back to the specific roles and performance outcomes that can ensure the achievement of such objectives, leaving little room for addressing the ‘true’ learning needs and interests of employees while tightening the grip of the performance principle over the organisation. 

The way Empower (a dedicated management information system (MIS) for coordinating and monitoring training activities) is used to manage e-learning is illuminating of whether e-learning can help de-normalise unequal knowledge and power relations between managers and their subordinates. No guesswork is needed as to who Empower will really empower: line managers are the ones who will have complete control over the system, who will police the learning of their subordinates and report to top management on the ‘progress made’ while pandering to the positivist inclinations of the latter by providing them with all sorts of statistical information (refer to KR4 in Chapter Thirteen, Section 13.5, pp.241-242). Thus, because it is mostly management-driven, there is very little e-learning can do to ‘re-equalise’ the knowledge and power relations between dominant and subordinate groups within HealthServ. 

Finally, regarding the question of whether e-learning can increase the potential for employee emancipation across HealthServ, some of the key organisational barriers standing in the way were identified by the E-learning Development Manager:

Staff have got to negotiate time off with their manager. Ideally, it should be within work time because it’s for their work development but some managers don’t actually let staff off … So we do have a bit of a cultural issue with managers … I think for us it’s about targeting managers to make sure they know e-learning is available for their staff … There may be quite a few other barriers like fear of technology and access to computer. We have learning centres throughout HealthServ, but there are time issues, pressure of work, people doing night shifts …

















Fig.15.1 Charting the Evolution of E-Learning within HealthServ 
to highlight HSL’s Role as Shaper of Technology Application  

15.3 KR9: HSL as Guardian of Ethics

The role of CHRD as guardian of ethics is also a reminder of how technocracy falls short of Kant’s categorical imperative by giving precedence to the ‘technical’ in the determination of ends – where, for the sake of efficiency and control, ‘pre-determined’ ends are imposed by dominant groups on their subordinates, denying the latter their right as autonomous individuals to test the moral validity of such ends, leading ultimately to the elimination of ethics as a ‘category of [organisational] life’  (Habermas, 1971, p.112; Honderich, 1995). It also invites reflection on how dominant groups often fail to achieve a harmony between ethical reasoning (contextually-driven) and moral reasoning (universally-generalisable), leaving them free to pander to prevailing contextual values and norms in order to pursue their interests, even it this entails a violation of their own sense of justice and the marginalisation of those of their subordinates (Kelly, 2000; refer also to Chapter Seven, Section 7.4, pp.112-114). As such, the role of CHRD as guardian of ethics calls attention to the following potential empirical referents: (i) (technological) ends subject to moral scrutiny, and (ii) alignment of contextual values and norms with the broader principles of social justice and equity. 

(Technological) Ends Subject to Moral Scrutiny

Although the analysis in this section remains focused on HSL’s e-Learning project, it is argued that it can be extrapolated (with moderation) to other projects or to the determination of ‘non-technical’ ends or courses of action both within HSL and the wider organisation. Having said this, it is particularly relevant here to consider the manner in which ends and courses of action relating to HSL’s e-learning initiative were ‘determined’:  

Since we’ve introduced e-learning my main role as development manager has been to work with subject matter experts like the health and safety officers, to come up with different learning packages. So they provide us with content and I work with them to put it in the proper format and then I work with a company called Learning Systems that builds it for us according to the specifications that we give them. 

As can be seen from the above response, ‘ends’ regarding e-learning were for the most part pre-determined and ‘imposed’ by management on employees as a fait accompli in that: (i) the shift in focus within HSL to treat e-learning as a ‘priority’ was brought about by top management, following their fairly recent ‘enlightenment’ as to its potential benefits, especially in terms of  cost-effectiveness and capacity-building in view of  HSL’s ‘blended learning’ programme, (ii)  a ‘didactic approach’ was adopted to both the design and delivery of the project, where learning outcomes, module content, web site design, user interface, assessment tools, etc. were brought under the control of ‘elitist’ groups in the form of managers, e-learning specialists and other  subject matter experts, with little input from employees as the ‘target users’. 
When asked if more could have been done to involve employees in the development of the e-learning project and to identify their training needs, the respondent made the following remark: 

It’s one of these things where you have to go ahead and do, we need to increase our capacity for blended learning and we want it up and running as soon as possible … I think that when we decide about the content we have a pretty good idea, I mean we have an awareness and experience of what staff need to know through feedback from our core training programmes … we have to be getting people to take on equal opportunities, health and safety, adult protection … 

As with most projects and proposed courses of action within HSL, e-learning was a means to an end (we need to increase our capacity for blended learning) as opposed to being an end-in-itself, and had to be placed under the control of experts and ‘rolled-out’ within strict time frames, annulling the opportunity for ‘serious’ employee involvement in the decision-making process. Identification of employee specific training needs in relation to e-learning was primarily based on an almost ‘intuitive’ understanding derived from past experience and trainee feedback from core training programmes – confirming the point made earlier regarding the minimalist approach adopted by HSL to TNA as a ‘steering device’ to inform in a rather broad way the development of the HRD curriculum as opposed to a systematic tool for tapping into the ‘real’ learning needs and interests of employees (refer to KR6 in Chapter Fourteen, Section 14.2, pp.257-259 ). 

The absence of a ‘proper’ TNA system explains in part why the e-learning project is, at this particular stage in its process of development, mainly focused on replicating and consolidating ‘core programmes’ online to ‘expedite’ activities such as induction and mandatory training and ensure that HSL can at least fulfil its ‘basic’ responsibilities at a time when access to resources is limited to the ‘strict minimum’. It also explains why at this point in time HSL’s e-learning is not really reflective of employees’ ‘true’ learning needs and interests, having denied most of them the opportunity to ‘have a say’ in its development or to validate, as key stakeholders and autonomous individuals, its appropriateness (let alone its ‘moral rightness’) – falling, in this respect, well short of the Kantian imperative. 












Fig.15.2 Factors Preventing the (Moral) Validation 
of Ends Relating to E-Learning

Alignment with Broader Principles of Social Justice and Equity


As mentioned in the introductory section, the role of CHRD as guardian of ethics also reaffirms its commitment to the broader principles of social justice and equity, which warrants a harmony between ethical and moral reasoning (Kelly, 2000; see also Fenwick, 2005), viz. an alignment between the organisation’s moral norms and values and those prevailing within its wider operating context. It is therefore appropriate here to consider the extent to which HSL manages to preserve this harmony:

Shared values will emphasise the contribution all staff have to make in ensuring we deliver quality services and will be underpinned by the principles of social inclusion, reducing inequalities and improving health … MORAL IMPERATIVE (HR & OD Strategy, 2008, p.4).

[We will ensure the] ongoing development, delivery, evaluation and review of Equality and Diversity Learning and Development activities across HealthServ in line with existing and future legislative requirements … targeted at specific staff groups with specific Learning and Development needs  in line with legislative requirement and organisational need e.g. Disability Discrimination Act, Lesbian, Gay, Bisexual and Transvestite issues in healthcare ELABORATIVE STATEMENT … (Learning Plan, 2008, pp.9-10).

The first documentary extract is representative of the ‘moral discourse’ used by top management as a ‘world shaping device’ in an attempt to establish a preferred social and moral order and articulate understandings about the type of attitudes and behaviours it warrants (Grant and Oswick, 1998). The MORAL IMPERATIVE it contains specifies the democratic principles (social inclusion, reducing inequalities and improving health) in which this social and moral order is anchored and signals management’s intent on institutionalising such principles (as a set of shared values) across HealthServ to frame action and behaviours that can meet with the approval of all key stakeholders. 

The second extract is included here as an ELABORATIVE STATEMENT to show how the moral discourse used by management has been ‘recontextualised’ and detailed in HSL’s Learning Plan. Importantly, it draws attention to the same concern within HSL that the democratic principles underwriting such discourse be aligned with the broader legal framework (in line with existing and future legislative requirements), especially those relating to issues of social justice and inclusion (Fenwick, 2005). It is therefore only fair to state that there is a strong desire both at top management level and within HSL to achieve and preserve a certain harmony between ethical (contextually-embedded) and moral (universally-applicable) reasoning – so that the moral norms and values espoused by the organisation are reflective of the democratic principles prevalent within its wider operating context and can meet with the approval of its key stakeholders (Outhwaite, 1996). 

It is important here to revisit two key issues raised earlier (confirmed at T2) that might adversely impact on the organisation’s ability to preserve this harmony over the longer term. The first concerns The HealthServ Way which embodies the organisation’s alignment to the broader democratic principles and legislative requirements described above. It was revealed how less and less attention is being paid to The HealthServ Way, which tends to be seen by top management as a self-sustaining system of values and which now seems to be a ‘tired concept’ in need of renewal and political backing (refer to Chapter Thirteen, KR2, p.232). It is therefore argued that failure to renew and re-engage with The HealthServ Way will severely limit the organisation’s ability to preserve the harmony between the organisation’s moral norms and values and the democratic principles governing its wider operating context in the longer term. 














Fig.15.3 Factors Influencing Harmony between HealthServ’s






CHRDROLE	EmpiricalReferents	Key Findings                  T1                                         T2	Researcher Explanation	InformantValidation*
KR8: HSL as shaper of technology development and application	HRD function as shaper of technology development and application	Focus on application of ICTs & e-learning.E-learning now seen within HSL as a priority after initial lack of management and resource commitment. 	E-Learning a key component of HSL’s plan to increase its capacity for blended learning.	Management initial uncertainty about the ‘real’ costs and benefits of e-learning.E-learning now seen by management as an effective means to both reduce cost and increase capacity for blended learning.  	    √√
	Technology as enabler of employee emancipation	Primacy given to performance and strategic objectives in development of online programmes.Low capacity of         e-learning to equalise power & knowledge relations.  Low capacity to increase potential for employee emancipation. 	Trend confirmed.Increased awareness within HSL of the need to ‘market’ e-learning to line managers.	Financial pressures. Line managers in control of e-learning system and mediating access to  e-learning. Failure to address organisational barriers (e.g. lack of support from line manager, work pressures, access to computers). 	        √
KR9: HSL as guardian of ethics	(Technological) ends subject to moral scrutiny (focus kept on e-learning)	Ends relating to e-learning pre-determined and imposed  by management on employees. No realopportunity for employees to considerappropriateness or test moral validity of pre-determined ends. Online content barely reflective of employees’ ‘true’ learning needs and interests. 	E-learning still in early stages of development but identified trends confirmed. 	E-learning treated by management as mere means to end (increased capacity for blended learning) as opposed to end-in-itself.Design of online programmes brought under the control of ‘experts’. Minimalist approach to TNA in development of online content. 	       #  
	Alignment with broader democratic principles of social justice and equity	Strong intent at both top management level and within HSL to preserve harmony between HealthServ’s moral norms & values and broader normative-legal framework. Potential threats: lack of engagement with The HealthServ Way. Disconnect between espoused values & workplace behaviours.	Potential threats confirmed.	Management moral discourse and intent ‘recontextualised’ within HSL.Key reasons behind potential threats:  The HealthServ Way seen as self-sustaining value system.Tolerance of oppressive behaviours.	                   √ 







As in the two preceding chapters, this section draws attention to some of the key contradictions and inconsistencies detailed in the above analysis which can restrict the possibility for CHRD practice within HealthServ. These are summarised below.

First, in examining the role of HSL as shaper of technology application, the focus was brought on e-learning which, following a ‘major management turnaround’, is now viewed as a top priority and promoted as an initiative that will democratise access to learning by offering staff greater choice and flexibility in addressing their specific learning needs and interests. However, it was found that HSL’s e-learning project has a low emancipatory potential because of the following reasons: (i) due to a restricted budget, the online curriculum is underwritten by performance and strategic objectives, leaving little room for addressing the ‘true’ learning needs and interests of employees, (ii) e-learning has been brought under the control of line managers who will police the learning of their subordinates, limiting its capacity to re-equalise knowledge/power relations between management and their subordinates, and (iii) little attention has been paid to organisational barriers (such as lack of line manager support, work pressures, computer access, etc) that can severely limit employees’ right of access to e-learning.

Second, it was shown how e-learning was treated as a means to an end (to increase capacity for blended learning) and how its intended ends were pre-determined and imposed  by management on employees – denying them the opportunity to consider its appropriateness and moral validity as autonomous individuals. Moreover, a didactic approach was adopted to the design and delivery of the project, bringing it under the control of ‘experts’ and downplaying the importance of TNA to identify employees’ specific learning needs – which explains why the online programmes are barely reflective of employees’ ‘true’ learning needs and interests. 

Finally, a strong intent was identified at both top management level and within HSL to preserve a certain harmony between the organisation’s moral norms and values and the broader normative-legal framework. Potential threats to the organisation’s ability to preserve this harmony were also identified, including: (i) failure to renew and engage with The HealthServ Way, which embodies the organisation’s alignment with broader democratic principles and legislative requirements governing its wider operating context, and (ii) a disconnect between espoused values and workplace behaviours resulting from a tolerance of oppressive behaviours, which flows from the ‘very top’.
Chapter Sixteen
THEMATIC ANALYSIS: 




This chapter completes the first component of the explanatory critique developed in this study with an assessment of HSL against the potential empirical referents stemming from the three CHRD roles that were derived from Habermas’s (1984, 1987) communicative action theory. Once again, a summary of the main findings is then presented in a time-ordered explanatory matrix before the key issues informing the development of the CHRD framework in the following chapter are outlined in the concluding section.

16.2 KR10: HSL as Caretaker of the Organisational Lifeworld 


This role of CHRD as caretaker of the organisational lifeworld is derived from Habermas’s (1984, 1987a) metaphor of the lifeworld and system, which he uses as an analytical device to explain the colonising effects of the system on the lifeworld. Following Habermas (ibid.), the system (consisting of the two sub-systems of state and economy respectively steered by the media of power and money) has become, in heavily industrialised and bureaucratised societies, increasingly self-regulating and decoupled from the lifeworld to act upon it as a colonising force from above –replacing language with the ‘delinguistified’ steering media of power and money as the guiding principle of the lifeworld and legitimating a purposive, performative and purely instrumental form of action, even in areas where communicative action (i.e. social action placed under the binding force of free discourse and based on mutual understanding and consensus) is indispensable (refer to Chapter Eight, Section 8.4, pp.119-121). 

In view of the point made in this study that the HRD process is one such area (refer to Chapter Nine, Section 9.5, p.148), the aim of CHRD as caretaker of the organisational lifeworld is to re-instate free discourse as its guiding principle (or key element) as a means to resist the colonising effects of the system and recover or preserve HRD’s emancipatory intent – leading to the identification of the following two potential empirical referents: (i) free discourse as the key element of the HRD process, and (ii) process of negotiation to preserve/redeem HRD’s emancipatory intent. 

Free Discourse as the Key Element of the HRD Process

As a public sector organisation, HealthServ finds itself in the ‘direct line of influence’ of the state and economy (the two sub-systems that constitute the Habermasian notion of ‘system’) which, as repeatedly shown in this investigation, have a colonising effect on HSL (e.g. refer to KR1 in Chapter Thirteen, Section 13.2, pp.227-230) – where pressures from both state (in the form of the SGHD’s strategic imperatives) and economy (in the form of cost-reduction measures and savings targets) serve to legitimate an overriding concern with the maximisation of efficiency and the effective achievement of strategic and performance objectives (refer also to PEST analysis in Fig.11.1, Chapter Eleven, p.183). The following interview extract provides confirmatory evidence: 

This is the health service, it’s a very hierarchical organisation, very kind of patriarchal organisation … they [the Executive] are governors of our behaviour, then we’ve got some pretty strict parameters in place which govern the way we have to do things. In all the dialogue I’ve had recently with staff, I had to tell them that whatever they do has to be modelled from the top … I think that with the single system, we will have an even more directive approach to what has to be achieved. Now, I understand that, I know we are subject to targets and that we have to achieve them and that the Chief Executive is ultimately accountable. But we have a real sense of, not quite menace, it would be too strong a word, but there is a real sense of, you know, ‘you will sign up to this’, and if you don’t deliver, then it’s your fault (Associate Director of HSL).  

The italicised text in the above interview extract draws attention to how the imperatives of state and economy are ‘colonising’ the HRD process and how the ‘delinguistified’ media of power and money are being used to impose a purposive form of action driven by strategic objectives and performance targets (Habermas, 1984, 1987a). It is not free discourse in this case that predominates (or has any significant causal influence) over the HRD process but the wider political discourse to which all that is said and done (i.e. productive activity, means of production, social structuring, power relations, etc) within HSL tends to cycle back (Harvey, 1996). 

While this ‘state of affairs’ is not uncommon to public sector organisations, it elicits reflection on (i) how the wider political discourse shaping HSL’s agenda is ‘hegemonic in effect’ in that it serves to legitimate the interests of dominant groups whilst ensuring employee ‘consent’ by sustaining power relations rooted in a culture of blame and fear (Jones, 2006), and (ii) how the media of power and money has been effectively ‘wielded’ by management to displace free discourse as the ‘predominant moment’ of the HRD process and thus frustrate the possibility for communicative action within HSL (Harvey, 1996; see also Chouliaraki and Fairclough, 1999). The next section amplifies these points.  

Process of Negotiation to Preserve/Recover HRD’s Emancipatory Intent

It is clear from the preceding discussion that there is no formal process of negotiation in place within HSL to preserve its nascent emancipatory intent (refer to KR1 in Chapter Thirteen, Section 13.2, pp.228-229). Based on the responses gathered in this investigation, there is no perceived need (confirmed at T2) for establishing such a process or to develop any form of ‘communicatively-based plan of action’ to resist the colonising effects of the system and look into ways to safeguard or increase the possibility for employee emancipation. 

The fact of the matter is that this would be pushing the envelope of employee emancipation one notch too far. For while, as already underlined in this investigation, there is an opportunity for negotiation and challenge at the operational level, the ‘imperatives of the system’ would be seen by most members of HSL as pertaining to the strategic level and therefore as non-negotiable and beyond challenge (refer to KR6 in Chapter Fourteen, Section 14.2, pp.256-258). For most members of HSL, systemic imperatives emanating from the state and economy represent the organisation’s ‘bottom lines’ set by the dominant groups who steer the media of power and money; and calling into question their most powerful interests would seem a quixotic exercise. However, HSL’s members are not necessarily blind to the ‘colonising effects’ of the system:

I don’t think there is an opportunity for consensus or debate to look at, as you say, employee development needs or well-being and I find that unhelpful and unfair. The fact is that’s the way this organisation works, it’s what’s decided at the top that counts and it’s very difficult to get things done without a policy of some kind, which really saddens me a lot, because staff is the most important resource you have and they need to feel valued and the problem with HealthServ, the majority of staff do not feel valued in what they do (Senior L&D practitioner).

The absence of an opportunity for some form of communicative action (based on free debate and consensus) that could better address employees’ emancipatory needs was seen by the above respondent as a regrettable situation (I find that unhelpful and unfair) that leaves staff undervalued (the majority of staff do not feel valued in what they do) and can sap staff’s morale and commitment in the longer term. A feeling of helplessness in the face of the ‘immutable’ imperatives of the system (the fact is that’s the way this organisation works, it’s what’s decided at the top that counts) and bureaucratic structures that can stifle even the best of intentions (it’s very difficult to get things done without a policy of some kind) is also easily discernible.  






















Fig.16.1 Causal Influence of Wider Political Discourse on Absence of Process 
of Negotiation to Preserve & Consolidate HSL’ s Emancipatory Intent


Figure 16.1 above shows how the analysis in the foregoing two sections has enabled a more sophisticated and multilayered understanding (as opposed to a ‘short-cut’ explanation indicated by the broken arrow) of the causal influence of systemic imperatives of the state and economy on the absence of a formal process of negotiation to preserve and consolidate HSL’s emancipatory intent.  
 
16.3 KR11: HSL as Coordinator of ISS-Enabled CALS

This particular role involves experimentation with ISS-enabled CALS. As explained in Chapter Nine (refer to Section 9.5, pp.150-151) ISS-enabled CALS entail the transference of the precepts and discursive infrastructure of the ISS to CALS in a bid to augment their emancipatory potential (Alvesson and Willmott 1992, 1996). In line with critical pedagogy, ISS-enabled CALS call for attention to both content (where they provide the ‘discursive units’ to validate situation definitions and proposed courses of action against the criteria of truth, moral rightness and sincerity of intentions) and process (in the form of an enabling network of structures and relationships free from all sources of domination) (Giroux, 1981; Habermas, 1984; Reynolds, 1999a) – thus addressing both the cognitive and non-cognitive dimensions of human emancipation  (Bhaskar, 1986; refer also to Chapter Three, Section 3.4, p.55). 

Moreover, a key beneficial outcome of ISS-enabled CALS is the formation of the self-critical subject – a mature, multi-dimensional learner who has developed a shared understanding of the organisational world, is able to stand their moral ground, and is attuned to their ‘true’ learning and development needs and to those of others. In short, a communicatively competent individual who can self-emancipate whilst contributing to the emancipation of others (Bhaskar, 1986; Habermas, 1984, 1987a) – leading to the identification of the following two potential empirical referents: (i) experimentation with ISS-enabled CALS, and (ii) formation of communicatively competent learners.

Experimentation with ISS-Enabled CALS

Expecting to find a full-blown version of CALS (let alone ISS-enabled CALS) within HealthServ would have been too optimistic. A more ‘realistic’ approach was adopted to gauge action learning sets facilitated by HSL against the notion of ISS-enabled CALS developed in this study, paying particular attention to both content and process. The following explanation from one of the coordinators of action learning sets provides a good starting point:

So my team and I we offer a facilitation service. My role is to have people in action learning sets where I listen to their fears, anxieties and worries that affect their work and help them see things in different ways … We use different tools and techniques to help members of the set better understand their situations, workplace experiences or specific needs so that we can find solutions together as a group. And to do this we use different techniques, in particular transactional analysis model of supervision, counselling and therapy, and other techniques like story-telling, posters and other visuals that we use when presenting … 

The above response provides valuable information on the purpose and content of action learning sets as they are ‘practiced’ by HSL. Their primary purpose is to provide a facilitation service for employees to help them cope with workplace challenges (the above coordinator made reference to instances of injustice, bullying, barriers to professional development, etc.), which might be the cause of ongoing emotional turmoil and have an adverse long-term effect on their ability to carry out their job-related responsibilities. In terms of content, facilitators have recourse to investigative, counselling, and other modelling techniques to promote self-reflective learning and a collaborative approach to problem-solving in order to help participants better understand their situations and take the necessary steps to either effectively tackle hitherto unresolved issues or make the best of the learning opportunities available to them. 

It was interesting to consider the extent to which the content of HSL’s action learning sets ‘measures up’ against the discursive units or validity claims of ISS-enabled CALS pertaining to truth, moral rightness and sincerity of intentions. The interview extract included above allows for a useful comparison, where it can be seen that: (i) an attempt is made to redeem claims pertaining to truth by challenging participants to reassess and redefine their situation and develop a shared understanding of what can be accepted as ‘true’ within the group; (ii) the issue of moral rightness is effectively addressed by collaboratively examining instances of injustice, unfairness or other oppressive behaviour in the light of the prevalent normative-legal framework; and (iii) the claim relating to sincerity of intentions is made good by inviting participants to critically examine and communicate the ‘real motives’ behind their decision to raise particular issues and consider whether such motives include a genuine interest in finding actionable solutions (refer to Table 8.1 in Chapter Eight, p.124 for a reminder of meaning and function of validity claims of ISS). 

However, the comparison stops here – for, unlike ISS-enabled CALS, HSL’s action learning sets are hardly ‘radical’. Their primary concern is to help participants find solutions to problems encountered in the workplace ‘within the confines’ of the current organisational order. As (perhaps unconsciously) acknowledged by the above respondent, it is mostly about helping participants to see things in different ways (so that they can adapt to existing organisational structures) rather than doing different things (whereby they could potentially shape and transform such structures). Following Marcuse (1991), one could certainly argue that, in this respect, HSL’s action learning sets serve to preserve the current organisational order and could therefore be seen as uncritical, conformist and hence one-dimensional. 

In terms of process, HSL’s action learning sets do display some features which can be traced to the precepts of ISS-enabled CALS:
 
Yes, there would be a suspension of power relations as you say. And I would do that with any group that I’m in, and one of the ground rules is that we’re all equal. So I would spend hours contracting with people to make sure they’ve got that bit right in order for it to be a safe environment for them to come to, where they would expect challenge, giving as well as receiving some … and this is much appreciated by our members and it is particularly rewarding when you hear people compare the action learning set that we run in this organisation to an island of good practice METAPHOR …

When probed on the type of process in place within HSL’s action learning sets, the above respondent was confident that no effort was spared to create a safe environment, rid of inequalities in power relations (one of the ground rules is that we’re all equal) and conducive to the free exchange of information and even challenge of views and opinions expressed within the group (where they would expect challenge, giving as well as receiving some). As such, HSL’s action learning sets display some affinities with ISS-enabled CALS by sharing the latter’s concern to create a communicative platform free from the principle of domination, power asymmetries and other unnecessary constraints and to provide a psychologically safe environment in which employee emancipation can become a real possibility (Habermas, 1984). 

The metaphor island of good practice used by participants to make sense of their experience is testimony to the fact that the democratic and empowering process that underpins HSL’s action learning sets is a feature that adds to its perceived value and efficacy – although one could extract from the metaphor the less obvious meaning that HSL’s action learning sets represent in the eyes of participants isolated instances of good practice within an ocean of malpractice when referring to the larger organisational context – a ‘stretch’ of a metaphor-in-use, which is quite justified given HealthServ’s highly hierarchical workplace relationships and rigid power structures. 

What can be distilled from the above analysis is that: (i) HSL’s action learning sets contain, both in terms of content and process, emancipatory features that can be traced to the precepts of the notion of ISS-enabled CALS developed in this study and that undoubtedly add to their perceived value and efficacy, and (ii) they, however, tend to depart from the critical-radical stance of ISS-enabled CALS in that they are primarily performance-oriented and concerned with action-based problem-solving ‘within the confines of the existing organisational order’ – betraying in this respect an uncritical, conformist stance and an inability to transfer their emancipatory features to the wider organisational context and thus to transcend and transform it.  

Formation of Communicatively-Competent Learners

It was also of particular interest to consider the extent to which HSL’s action learning sets can contribute to the formation of the self-critical subject or communicatively-competent learner, which was identified in this study as a key beneficial outcome of ISS-enabled CALS. The following extract (re-arranged for the sake of analysis) from an interview with one of the facilitators of HSL’s action learning sets contains elements, which can be linked to the Habermasian notion of the self-critical subject:

I’ve realised how much I’ve gained in both my personal and professional life from being in an action learning set and was absolutely transformed by just being with a group of people who could challenge me and support me … so I’ve learned on a number of levels: I’m sure you’ll have heard about deconstructing learning and language and how you learn to make sense of your world and your life … I’ve learned how to deal with some tricky situations but still truly live the values I espouse … I’ve also learned about the power of being listened to in a set and at the same time listening and attending to others … 

Participation in HSL’s action learning sets seems to have been of great benefit to the above respondent and there is a clear indication that it has helped them develop along the three key dimensions of the self-critical subject identified by Habermas (1984), whereby they have managed to: (i) achieve, as an epistemic subject, a socio-centric (or shared) understanding of their social reality (you learn to make sense of your world and your life) through a collaborative process of negotiating situation definitions and assessing the challenges and opportunities therein;  (ii) develop an ability, as a practical subject, to stand their moral ground (I’ve learned how to deal with some tricky situations but still truly live the values I espouse) when faced with challenging situations which call for moral judgement and personal integrity; and (iii) become, as an affective subject, more attuned to both their own needs and those of others by honing their communication skills to this particular effect (I’ve also learned about the power of being listened to in a set and at the same time listening and attending to others). 

It is therefore only fair to recognise the fact that HSL’s action learning sets do, to a certain extent, contribute to the formation of mature, communicatively-competent learners, who are able to evolve within an enabling network of relationships to self-develop whilst contributing to the development of others (Bhaskar, 1986; Habermas, 1984, 1987a). However, access to this enabling network of relationships is severely restricted because of the localised, situated and resource-intensive nature of HSL’s action learning sets, which are primarily targeted at clinical staff – and which, as a result, regrettably widens the inequality in the provision of opportunities and initiatives to address the emancipatory needs of employees across the larger organisational context. 

While speaking of the resource-intensive nature of action learning sets, it is appropriate at this point to note that, until recently, HSL had made an effort to attend to both their cognitive/discursive dimension (in the form of investigative, counselling, and other modelling techniques) and non-cognitive/extra-discursive dimension (in the form of ‘material’ structures and (albeit limited) resource commitments), which, as reminded by Bhaskar (1986) is a necessary condition for ‘full’ employee emancipation. However, pressures for implementing cost-reduction measures and achieving savings targets (e.g. refer to PEST analysis in Chapter Eleven, Fig.11.1, p.183) has led to not only a cutback on resources but to the whole project  being ‘frozen’, which came as both a surprise and a disappointment to the coordinator of HSL’s action learning sets. The following interview extract accounts for their ‘post-hoc rationalisation’ of management’s decision to ‘freeze’ action learning sets:

It’s happened because we are facing urgent austerity measures and we apparently don’t have the resources anymore … but I think that there are certain people in senior positions who would avoid it and not support it and criticise it at the first opportunity and have now found a way to suppress it … I’ve now been asked to help out with LEAN and Coaching … 
The above piece of evidence was gathered during the final (fine-tuning) phase of the study, just after the announcement by HSL’s management that action learning sets would have to be ‘frozen’, following the decision to ‘re-channel’ resources to more pressing projects (namely the LEAN initiative and the new Coaching Plan). The coordinator’s retrospective assessment of management’s decision to rule action learning sets out of the Learning Plan contains a thinly veiled scepticism about the ‘official’ reason provided by the latter (we apparently don’t have the resources anymore); for them, the real reason behind the decision is because management never really supported the project and have now found a way to suppress it. 

One might brush aside the coordinator’s explanation as ‘naturally biased’ following the disappointment of having been ‘robbed of their role’ and now having to re-direct their efforts to LEAN and Coaching (which one has to acknowledge are hardly ‘emancipatory’ with their hard-nosed focus on efficiency and performance). However, the following point, which has been repeatedly made in this investigation, is more difficult to dismiss: HSL’s emancipatory intent is a mere corollary of its strategic agenda and, as such, tends to be marginalised in times of economic austerity – and management’s resource-based decision to ‘freeze’ action learning sets (which could become a powerful conduit for translating HSL’s emancipatory intent into practice) is another confirmatory piece of evidence. 





	Key features of HSL’s Action Learning Sets	Compared toISS-Enabled CALS
Purpose	Primarily a facilitation service geared towards enhanced individual (and organisational) performance.	Falls short of the critical-radical stance of ISS-enabled CALS, which is primarily driven by emancipatory concerns.
Content	Recourse to investigative, counselling and modelling techniques to promote self-reflective learning and collaborative approach to problem-solving.	Can be linked to validity claims of ISS-enabled CALS pertaining to truth, moral rightness and sincerity of intentions. However, learning and problem-solving confined to existing organisational order.
Process	Concern with a psychologically safe environment rid of inequalities in power relations and conducive to free exchange of information and challenge. 	Can be traced to precepts of ISS-enabled CALS regarding the need for an enabling network of structures and relationships free from the principle of domination, power asymmetries and other unnecessary constraints.
Formation of communicatively-competent learners	Indication of participant development as mature learners – demonstrating a shared understanding of their social reality, an ability to stand their moral ground, and communication skills geared towards mutual understanding. 	Characteristics of participants can be linked to the three key dimensions (epistemic-practical-affective) of the self-critical subject who is able to self-emancipate and contribute to the emancipation of others – a key intended outcome of ISS-enabled CALS. 

Table 16.1 Comparison between HSL’s 
Action Learning Sets and ISS-Enabled CALS

16.4 KR12: HSL as Agent of Workplace Democracy

This final CHRD role is derived from Habermas’s (1987a) principle of discourse ethics. It involves the endorsement of a dialogical model of moral reasoning rooted in deliberative democracy, which relocates the determination and moral validation of proposed ends or courses of action at the centre of a process of deliberation rooted in free discourse and rid of the principle of domination – so that they may achieve a level of ‘moral currency’ and are more likely to meet with the approval of ‘all who are or might be affected’ by them (Outhwaite, 1996, p.183; see also Borradori, 2003; Finlayson, 2005). Importantly, attention was drawn to the integrative nature of deliberative democracy, which calls for the integration of strategic action into communicative action – whereby a fundamental symmetry can be achieved between strategic and moral imperatives as proposed ends or courses of action are determined and subjected to the scrutiny of ‘participants-in-dialogue’. The role of CHRD as agent of workplace democracy elicits the consideration of the following two potential empirical referents: (i) free deliberation to determine and morally validate proposed ends, and (ii) balance between strategic and moral imperatives. It is to be noted here that this section primarily draws on some of the key findings emerging from the foregoing analysis instead of introducing ‘new evidence’, which it is felt would have been ‘redundant’. 

Free Deliberation to Determine and Morally Validate Proposed Ends

Since the role of CHRD as agent of workplace democracy complements and enlarges its role as guardian of ethics (refer to conceptual framework in Section 9.6), it is appropriate to revisit the key findings pertaining to this particular role, which provide a solid basis for the present discussion. The first key finding that is particularly relevant here points to how ends in connection with HSL’s e-learning project were pre-determined and instrumentalised (as a means to bolster blended learning) and imposed by management on employees – denying the latter the opportunity, as key stakeholders and autonomous individuals, to consider the appropriateness and moral validity of such ends (refer to KR9 in Chapter Fifteen, Section 15.3, pp.274-277). 

Importantly, it was also argued that the findings in this case could be extrapolated to other projects or courses of action both within HSL and across the organisation – which here leads to the logical conclusion that the possibility for deliberation over most of the proposed ends or courses of action within HealthServ is ‘ring-fenced’ and restricted to the upper ‘managerial sphere’. Moreover, the type of deliberation involved here could hardly be described as ‘free’ – for, as argued above (refer to KR10 in Chapter Sixteen, Section 16.2, pp.282-285), it bears the ‘colonising influence’ of systemic imperatives and of the wider political discourse that serve in a large measure to legitimise instrumental reasoning and oppressive behaviours at top management level. However, it has to be noted at this point that plans are underway to develop consultation structures and involvement mechanisms that will incorporate the views of a broader stakeholder base (to include patients and disadvantaged groups), and that ‘major’ projects (such as the implementation of the KSF) do involve some form of consultation with union representatives (HR & OD Strategy, 2008). 

Another key finding that relates more specifically to the moral validation of proposed ends draws attention to a genuine concern at top management level for an alignment between the organisation’s moral value system and the broader normative-legal framework governing its operating context (refer to KR9 in Chapter Fifteen, Section 15.3, pp.277-279). It is therefore only fair to state that although the determination of ends within HealthServ tends to be the province of top management, these ends are meant to achieve a level of ‘moral currency’ across the wider community (Finlayson, 2005). However, because little effort is made to involve employees in the moral validation of proposed ends and courses of action, it is argued here that the primary concern of top management is to ensure that HealthServ’s actions can meet with the approval of ‘targeted’ external stakeholders (namely the Executive and the wider public) in the hope that they are ‘somehow’ reflective of the moral values of their subordinates (Outhwaite, 1996).

Balance between Strategic and Moral Imperatives

Based on the evidence provided so far, it is only fair to state that there is a strong intent at top management level on striking a balance between strategic and moral imperatives. For example, the analysis in Chapter Eleven (refer to Section 11.4, p.190-191) revealed how The HealthServ Way (which embodies not only the democratic principles but also the moral values of the organisation) is seen by top management as vital to the achievement of the organisation’s strategic objectives, and how HSL is taking a leading role in embedding these democratic principles and moral values into the HRD curriculum to ensure quality improvements in staff governance standards and service delivery. It was also underlined in the preceding section and in Chapter Fifteen (refer to KR9 in Section 15.3, pp.278-280) how top management is concerned that the moral norms and values underpinning HealthServ’s actions can be generalised to its operating context and help define its identity as a caring and ethical organisation attuned to the needs of the communities it serves. 

However, the important point to consider here is this: the symmetry between strategic and moral imperatives within HealthServ was not the outcome of communicative action  (i.e. a participatory and inclusive approach to the determination of ends and courses of action) but of top management’s practical (one is tempted to say ‘technical’) understanding of the importance of a morally-sound stance as the effective means of achieving organisational objectives – after all, it has to be remembered that The HealthServ Way and the accompanying moral discourse emanate from top management level. The paradox here is that the balance between strategic and moral imperatives within HealthServ was determined and imposed by top management on the rest of the organisation, which is itself morally suspect. 



















Fig.16.2 Factors Limiting HSL’s Role as 














16.5 Explanatory Matrix: Overview of HSL from a CAT Perspective 
CHRDROLE	EmpiricalReferents	Key Findings                  T1                                         T2	Researcher Explanation	InformantValidation*
KR10: HSL as caretaker of the organisational lifeworld	Free discourse as key element of the HRD process	Wider political discourse as key element of the HRD process. Very limited scope for communicative action & persistence of oppressive power relations within HSL.	Situation unchanged and not likely to change in the near future.	Colonising effects of the state and economy on HSL – leading to the displacement of free discourse as key element of the HRD process. Wider political discourse hegemonic in effect – legitimating strategic / perfomative interests whilst ensuring employee consent through culture of blame & fear.	           √
	Process of negotiation to preserve/recover HRD’s emancipatory intent	Absence of formal process of negotiation to resist systemic imperatives and preserve or consolidate HSL’s emancipatory intent.	No discernible urgency to set up such a process.	Systemic imperatives pertaining to strategic level and therefore seen as non-negotiable and beyond challenge – leading to feeling of helplessness in employees.	       √√





Table 16.2: Explanatory Matrix: Overview of HSL from a CAT Perspective

KR11: HSL as coordinator of ISS-enabled CALS	Formation of communicatively-competent learners	Indication of participant development as communicatively-competent learners.  However, reinforces inequality of access to potentially emancipatory learning projects.		Learner characteristics display some affinities with Habermas’s notion of the self-critical subject.Situated, resource-intensive nature of HSL’s ALS limiting access to ‘privileged few’. 	         √     
KR12: HSL as agent of workplace democracy	Free deliberation to determine and morally validate proposed ends 	Deliberation restricted to top management level and driven by instrumental reasoning. Low employee involvement in process of deliberation.	Recognition of need for greater stakeholder involvement but focus still primarily on external stakeholders.	Process of deliberation at top management level under ‘colonising influence’ of wider political discourse and systemic imperatives.Top management primarily concerned with approval of external stakeholders.	           #
	Balance between strategic and moral imperatives	Balance between strategic and moral imperatives but led from the top.Little scope for HSL to act as agent of workplace democracy.		Determined and imposed by top management on the rest of the organisation. Rigid hierarchy and power structures.	             #
*Key:           √√= Yes Clearly          √ = Yes          U = Unsure          # = Split Views          X = No















This section sifts the main findings presented in the explanatory matrix above to draw attention to the key contradictions and inconsistencies that can limit the possibility for CHRD practice within HealthServ. 

First, it was explained how HealthServ, as a public sector organisation, is in the direct line of influence of the state and economy, which have a colonising effect on HSL – leading to the replacement of free discourse with the wider political discourse (underwritten by the imperatives of the state and economy) as the key element of the HRD process to which everything that is said and done within HSL tends to cycle back. It was also underlined how this wider political discourse is hegemonic in effect in that it serves to legitimate the strategic and performative interests of dominant groups whilst ensuring employee ‘consent’ by sustaining power relations rooted in a culture of blame and fear, frustrating the possibility for communicative action within HSL and leaving employees with a feeling of helplessness when confronted with the ‘immutable imperatives’ of the system – which accounts in a large measure for the absence of a formal process of negotiation (and of any intention of setting up such a process) to resist the colonising effects of the system and look into ways to preserve or consolidate HSL’s budding emancipatory intent. 

Second, a comparative analysis of HSL’s action learning sets and the notion of ISS-enabled CALS proposed in this study, drew attention to the following: (i) although severely restricted in terms of access because of situated and resource-intensive nature, HSL’s action learning sets contain emancipatory features in terms of both content and process that can be traced to the values and precepts of ISS-enabled CALS, which undoubtedly add to their perceived value and efficacy, (ii) they can lead to the formation of communicatively-competent learners along the dimensions of Habermas’s (1984, 1987a) self-critical subject who is able to self-emancipate whilst contributing to the emancipation of others, and (iii) they, however, fall short of the critical-radical stance of ISS-enabled CALS in that they are primarily concerned with problem-solving geared towards enhanced performance and restricted to the confines of the existing organisational order and thus unable to transcend and transform it in view of HSL’s emancipatory agenda.  It is important to underline the fact that although HSL’s action learning sets could become a powerful conduit for translating the HRD function’s emancipatory intent into practice, the whole project has been recently ‘frozen’ following increasing financial pressures and management’s decision to re-channel scarce recourses to more pressing initiatives – lending further support to the point already made in this investigation regarding that fact that HSL’s emancipatory intent is a mere corollary of its strategic agenda and, as such, tends to be marginalised in times of economic austerity. 

Finally, building on the foregoing analysis, it was argued that the process of deliberation to determine and morally validate ends is mostly restricted to the ‘upper managerial sphere’ and driven by instrumental reasoning as it bears the direct influence of the wider political discourse and systemic imperatives. It was also noted that although ends and proposed courses of action within HealthServ tend to be instrumentalised, there is a genuine concern at top management level for these to meet with the moral approval of ‘targeted’ external stakeholders (namely the Executive and the wider public) in the hope that they are somehow representative of the moral values of employees – which explains not only the low level of employee involvement in the process of deliberation described above but also why the balance that HealthServ has managed to achieve was not the outcome of communicative action but pre-determined and imposed by top management on the rest of the organisation – which is itself morally suspect. The conclusion reached was that the way in which ends and proposed courses of action are determined and morally validated within HealthServ has very little to do with the type of deliberative democracy endorsed in this study; it has more to do with a ‘contrived’ from of representative democracy that frustrates the possibility for a more inclusive approach to the determination of ends and that exists by virtue of the organisation’s rigid hierarchy and power structures – limiting the scope for HSL as agent of workplace democracy.










A FRAMEWORK FOR IMPROVING THE CONDITIONS




As flagged at the end of the previous chapter, this chapter accounts for the positive component of the explanatory critique developed in this thesis. As such, it aims to reconcile the internal contradictions and inconsistencies of HSL (exposed in the four preceding chapters) to guide change towards improving the conditions for CHRD practice within HealthServ – addressing in the process the final research objective developed in this study (refer to Table 1.1 in Chapter One, Section 1.2, p.6).

A few caveats are in order. First, in line with CT’s non-identity logic (which posits that the concept, as a product of the human mind, can be more than its object of study), the framework developed here is more than the practice to which it refers (Held, 1980; refer also to Chapter Three, Section 3.3, p.49) – where it seeks to highlight the ‘unfulfilled potentialities’ of HSL in relation to CHRD practice and contains recommendations pointing to an organisational reality which is not actualised but yet to be realised (Horkheimer, 1974; Marcuse, 1991). 

Second, the recommendations are deliberately kept broad and brief and are meant to be appropriated and re-articulated (and detailed) by change agents within HSL in view of perceived needs and availability of ‘scarce’ resources. This is based on the realist view that: (i) the researched ‘must actually feel the need for the [proposed] change’ (Collier, 1994, p.199) and make it their own if it is to be successfully implemented, and (ii) the emancipatory possibilities highlighted by the researcher cannot be decoupled from the evolving forces of necessity at play within the research context if they are to be actualised, whether in the shorter or longer term (Bhaskar, 1986). 

Third, since the CHRD framework is targeted at HRD practitioners (refer to Chapter Twelve, Section 12.4, p.198), it is couched in a language that reflects the prevalent ‘business speak’ within HSL. Moreover, while the 12 key CHRD roles developed in this study were used in a systematic way to enable a thorough investigation of HSL, it was deemed appropriate not to ‘superimpose’ them on the recommendations as this would have been too ‘dogmatic’ and potentially alienating (and furthermore gone against the non-dogmatic stance of CT – refer to Chapter Four, Section 4.5, p.76). Therefore, whilst the recommendations are drawn from the research findings and explicitly linked to the 12 key CHRD roles established in this thesis, they are developed along dimensions that form the key elements of mainstream change management models and which, it was felt, would make more ‘practical sense’ to members of HSL (e.g. see Hayes, 2010).

Fourth, it has to be underlined here that although the framework is underpinned by a resigned acceptance of the constraining forces of necessity, it remains nonetheless radical in outlook. Thus, while it would be utopian to assume that the recommendations it contains could enable ‘total employee emancipation’, the framework developed here can guide changes which, even though partial or gradual, can still be transformative-emancipatory – in that they can remove some of the unnecessary and ‘unwanted … sources of determination’ (Bhaskar, 1986, p.171; Collier, 1994) that needlessly serve to oppress and coerce employees, and can bring HealthServ ‘closer to the optimal conditions’ for full employee emancipation (Geuss, 1981, p.54).

Finally, following Bhaskar’s (1986) intimation, the framework pays equal attention to both the cognitive and non-cognitive dimensions of employee emancipation – reminding of the fact that cognitive enlightenment (a revision of consciousness and taken-for-granted assumptions), even if necessary, is certainly not sufficient and has to be accompanied by a revision of objectively real and constraining structures if an emancipatory strategy is not to be inevitably followed by dissonance and despair (see also Collier, 1994; Gioia and Pitre, 1990).

17.2 An Integrative Framework for CHRD Practice within HealthServ

Table 17.1 below presents an integrative framework for CHRD practice within HealthServ developed on the basis of the findings. In essence, it addresses the following question: What should the conditions be like within HealthServ for intentional CHRD practice to be possible? In answering this question, time-ordered recommendations are made along seven key dimensions: strategy, structure, culture, ethics, technology, programme development, and leadership. These dimensions are best viewed as interconnected and mutually reinforcing (in that changes in one dimension will have a causal influence on the other dimensions) and derived from the following overriding concern: the preservation and consolidation of HSL’s nascent emancipatory intent. Moreover, since the framework is largely self-explanatory, the sub-sections that follow make no attempt to re-describe its contents but aim to provide a brief rationale for the recommendations made under each of the key dimensions of the framework.   

Integrative Framework for CHRD Practice within HealthServ
CHRD MIX	Short/Medium Term	Long Term	Link to Key CHRD Role*
Strategy	Integrate term employee emancipation into Learning Plan – explore meanings and apply to context (KR1).Critically reflect on ways to increase HSL’s capacity to address employee emancipatory needs given existing structural and resource constraints (KR3).  Use creative modelling to attach new meanings to HSL and expand its scope of activities to promote employee emancipation (KR7).	Develop an integrative emancipatory strategy with clear political and resource commitments to relocate employee emancipation at the core of HSL’s agenda on an equal footing with its strategic concerns (KR1).Aim: to achieve a fundamental balance between strategic and emancipatory intent, and between performance and learning outcome (KR12).	 KR1KR3KR7KR12






              Integrative Framework for CHRD Practice within HealthServ
CHRD MIX	Short/Medium Term	Long Term	Link to Key CHRD Role*
Structure	Investigate and remove existing structural constraints and sources of domination that needlessly frustrate the possibility for employee emancipation (KR2 / KR4). Examine in-built flexibility at job/functional level to maximise potential for employee freedom and autonomy (KR5).	Set up a dedicated system for detection and removal of sources of domination in the workplace (KR2/ KR4).Build communication structures to negotiate degrees of employee freedom and autonomy and frame emancipatory change (KR5).	KR2KR4KR5
Ethics	Create opportunities for greater employee involvement in decision-making to consider appropriateness and moral validation of proposed ends and courses of action (KR9 / KR12).Preserve alignment between HealthServ’s moral values and democratic principles with broader normative-legal framework (KR9).Address potential threats: lack of engagement with the HealthServ Way and disconnect between espoused values and principles and workplace experiences (KR9). 	Formalise process of free deliberation to increase employee involvement in determination of proposed ends and courses of action (KR 9 / KR 12)Aim: to achieve a balance between strategic and moral imperatives, which can meet with the approval of all key stakeholders (both internal and external) (KR12).	KR9KR12
Techno-logy	Explore potential of e-learning for employee (self-) emancipation.Market e-learning to ensure line managers’ buy-in and raise awareness of responsibility towards staff.Address key organisational barriers hindering access to e-learning (KR8).	Renew and ‘increase’ resource allocation to e-learning project to expand and tailor online curriculum to specific needs of individuals and organisational groupings – use TNA to tap into individual learner needs and interests.‘Disintermediate’ and democratise access to e-learning to turn it into a free platform for self-directed learning (KR8).Aim: to reconcile organisational performance needs and individual learning needs, and re-equalise knowledge and power relations between managers and their subordinates (KR8).	 KR8

Integrative Framework for CHRD Practice within HealthServ
CHRD MIX	Short/Medium Term	Long Term	Link to Key CHRD Role*
Programme Development	Expand use of TNA to increase learner voice and tap into employees’ true learning needs and interests.Especially target and random-select lower-level employees (KR6).Explore emancipatory possibilities of blended learning and coaching plan as top priorities in HSL’s Learning Plan (KR3).Establish workforce development forum to develop and extend critical alliances with external trading partners to boost organisational learning (KR2).Transfer precepts of action learning sets to LEAN projects to facilitate individual learning and development (KR11).Reinstate action learning sets as an effective medium for CHRD practice (KR11).	Commit resources to deep-probing qualitative research and development of a three-tier TNA (individual – task – organisation) to effectively reconcile organisational performance needs and individual learning needs. Investigate knock-on effect of management development as coaches on employee development (KR4 / KR6).Transform action learning sets into strategically positioned, fully coherent and constructively interfering ISS-enabled CALS to provide a platform for organisation-wide and sustainable CHRD practice and contribute to the formation of competent learners able to self-emancipate and contribute to the emancipation of others (KR11).	 KR2KR3KR4KR6KR11














The recommendations along the dimension of culture attempt to address the following inconsistencies within HSL: 

(i)	A lack of engagement with The HealthServ Way, which has been treated as a self-sustaining-governing-auditing cultural value system that can effectively root out oppressive behaviours and create an enabling working and learning environment (refer to Fig.13.2, p.232). This has left The HealthServ Way as a ‘tired’ and obsolete concept and explains, in a large measure, the persistence of oppressive/exploitive behaviours in the workplace (refer to Fig.13.4, p.238; Table 13.1, pp.250-252) – hence the need to renew and re-engage with The HealthServ Way and to monitor and audit its translation into practice at all levels of the organisation.








Recommendations subsumed under ethics take stock of the way ends regarding e-learning were pre-determined, instrumentalised and imposed by management on employees – denying the latter the opportunity to consider the appropriateness and moral validity of such ends (refer to Fig.15.2, p.277; Table 15.1, p.280). Since, as it was argued, this particular piece of evidence can be extrapolated to other projects and courses of action within HealthServ and stands in stark contradiction with the democratic principles and moral values espoused by the organisation, it is important to set up and formalise consultation mechanisms that can redress the situation and provide opportunity for greater employee involvement in the determination of ends and proposed courses of action across HealthServ. 





Recommendations falling under Technology were informed by an assessment of the emancipatory potential of e-learning (since it is the one initiative which has given HSL an opportunity to act as ‘shaper’ of technology) which, it was observed, was severely limited by the following inconsistencies and underlying motives: (i) e-learning is to a large extent a cost-cutting measure driven by financial pressures and tends to give primacy to performance and strategic objectives to the detriment of employees’ ‘true’ learning needs and interests, (ii) it is policed by line managers who have to (often unwillingly) mediate employee access to e-learning – thus reinforcing the inequality in knowledge and power relations between managers and their subordinates, and (iii) no real attention has been paid to organisational barriers that hinder employee access to e-learning and have a negative impact on its potential as emancipatory tool (refer to Fig.15.1, p.274; Table 15.1, p.280).





The recommendations under this particular dimension attempt, on the one hand, to limit the effects of the more ‘instrumental and purposive’ aspects of HSL’s Learning Plan and, on the other hand, to boost some of its more emancipatory features. For example, recommendations relating to TNA (the use of which is limited to that of a broad steering device) are meant to transform it into a multi-dimensional tool that can effectively tap into the specific learning needs and interests of individual employees (especially those operating at the lower end of the organisational hierarchy and whose emancipatory needs tend to be overlooked by management) whilst enabling the development of a multi-layered skill mix that can ensure organisational effectiveness and success over the longer term (refer to Fig.14.1, p.259; Table 14.1, p.266-267). Another example worthy of notice here are the recommendations relating to HSL’s coaching plan and involvement in LEAN projects, which represent a ‘healthy compromise’ in view of the ‘forces of necessity’ impacting HealthServ – where an attempt is made to extract and preserve the emancipatory features of such projects (although no doubt is left as to the purposive rationality and performative intent underpinning them) (refer to Table 13.1, pp.250-252; Fig.14.1, p.259).  

What is of particular importance here is the intimation to reinstate action learning sets, which were unfortunately recently ‘frozen’ as part of a set of ‘austerity measures imposed from the top’. As explained in Chapter Sixteen (refer to Table 16.1, p.296-297), HSL’s action learning sets contain features, in terms of both content and process, which can be traced to the precepts of ISS-enabled CALS proposed in this study and could become an effective medium for CHRD practice. Once reinstated, action learning sets could be transformed into strategically positioned, fully coherent and constructively interfering ISS-enabled CALS to provide a platform for organisation-wide and sustainable CHRD practice and contribute to the formation of competent learners able to self-emancipate and contribute to the emancipation of others (refer to Chapter Ten, Section 10.4, pp.171-172 for detailed discussion of the model developed in this study for sustainable and organisation-wide CHRD practice). 
Leadership





In addressing the third and final objective set out in this thesis, this chapter has developed on the basis of the research findings, an integrative framework for CHRD practice within HealthServ, drawing attention to the following issues:

First, as the positive component of the exploratory critique developed in this thesis, the CHRD framework presented above seeks to transcend the internal contradictions, inconsistencies and other shortcomings of HSL in an attempt to improve the conditions for CHRD practice within HealthServ. In line with the CT-enabled concept of CHRD developed in this thesis, the framework (i) is driven by an interest in employee emancipation, which it relocates at the centre of HSL’s Learning Plan, (ii) follows a non-identity logic to highlight the unfulfilled potentialities of HSL in relation to CHRD practice whilst pointing to an organisational reality which is not actualised but yet to be realised, and (iii) develops an emancipatory strategy which pays equal attention to both the cognitive and non-cognitive conditions for ‘full’ employee emancipation.

Second, since the framework is directed at HRD practitioners, it is couched in a language that reflects the prevalent business speak within HSL. Moreover, while the recommendations it contains are derived from the research findings and explicitly linked to the 12 key CHRD roles established in this study, these are developed along dimensions that usually form the key elements of mainstream change management models and which, it was felt, would make more practical sense to the members of HSL. These dimensions are: strategy, culture, structure, ethics, technology, programme development, and leadership. 

Third, these dimensions should be seen as interconnected and mutually reinforcing (in that changes in one dimension can have a causal influence on the other dimensions) and call for a type of visible leadership that can effectively hold them together and coordinate action within each one of them – the ultimate goal of which is to uphold a model of workplace democracy that can bring the HRD process under the binding force of free discourse as a means to effectively reconstruct the conditions for employee emancipation.

Finally, it has to be reiterated here that the recommendations presented above were deliberately kept broad and brief – for, in line with the non-dogmatic stance of CT, they are not meant to be ‘superimposed’ on HSL but to be appropriated and detailed by change agents in view of perceived needs and the forces of necessity at play within HealthServ’s operating context – from which, it was argued, the emancipatory possibilities highlighted in this investigation cannot be decoupled if they are to be actualised, whether in the shorter or longer term.

In bringing the empirical component of the study to a close and it seems quite appropriate to revisit and paraphrase Collier to underline the fact that while a CT-enabled CHRD is not ‘in the business of conserving existing … [organisational] practices [and] protecting them from rational criticism’, it is not critical for the sake of being critical but is driven by an unswerving commitment to the continuous improvement of working conditions in which the project of employee emancipation can become a real possibility (1994, p.15; refer also to Chapter Three, Section 3.4, p.55). The next and final chapter considers the contribution of the study and its implications for further CHRD research.
Chapter Eighteen





This concluding chapter summarises the key outcomes of the study to consider its contribution and implications for further CHRD research. First is a brief reminder of how the aim and objectives set out in Chapter One were effectively achieved. Second, Plato’s Allegory of the Cave is used as a visual aid to explain the contribution of the thesis at the theoretical, empirical and practical levels. Finally, the chapter brings the study to a close by considering its implications for further CHRD research with regard to both theory building and empirical inquiry.

18.2 Achievement of Aim and Objectives









The second objective was to use the CT-enabled concept of CHRD as an analytical lens to critically examine the extent to which HSL promotes CHRD practice. This entailed the development of a longitudinal case study strategy – combining a range of qualitative data collection techniques with a dialectical mode of analysis to enable an in-depth investigation of HSL as the main unit of analysis and account for changes over time within it in relation to CHRD practice (refer to Chapter Twelve). Whilst accounting for the ‘negative component of the explanatory critique developed in this study, the data analysis was thematically-driven, text-based and rooted in a dialectical mode of analysis. The key concern here was to expose and ‘re-describe’ HSL’s internal contradictions and inconsistencies in relation to CHRD practice – drawing attention to how it would struggle to live up to the standards and principles of a CT-enabled concept of CHRD (refer to Chapters 13-16). 

The third objective was to develop, on the basis of the research findings, a framework for improving the conditions for CHRD practice within HealthServ. This accounted for the ‘positive component’ of the explanatory critique developed in this thesis and was primarily targeted at HRD practitioners. Whilst derived from the research findings and underwritten by the precepts and principles associated with the 12 key CHRD roles established in this study, the framework was outlined along dimensions that were more likely to make ‘practical sense’ to members of HSL. Its primary purpose is to reconcile exposed contradictions and inconsistencies within HSL and guide change efforts towards workplace conditions conducive to CHRD practice through which employee emancipation can become a real possibility (refer to Chapter Seventeen).  

18.3 Contribution of Study


















In the cave, all the observer can see is the shadow of things cast by a fire on the cave wall. Since CHRD still lacks clarity as an emerging concept, it can be compared to a shadow cast by the fire of (academic) speculation and early explorations into its meanings. The CT-enabled conceptual expansion of CHRD carried out in this study has attempted to bring it into sharper focus – inviting the observer to make a 180-degree turn away from the currently blurred concept of CHRD to get a clearer picture of it through a lens informed by the CT of the Frankfurt School. 

Preserving the unity between theory and practice, the study has then taken the observer out of the cave into the empirical field – where the CT-enabled concept of CHRD was used as an analytical lens to critically examine the extent to which the HRD function of a local healthcare organisation promotes CHRD practice and to develop, on the basis of the research findings, a framework for improving the conditions for CHRD practice within that particular organisation. In this respect, this study has made a contribution at the theoretical, empirical and practical levels, which are detailed below.

Contribution at Theoretical Level

This study has, to a certain extent, disentangled CHRD from the ontological debates about the nature of HRD in an attempt to further clarify and expand its conceptual dimensions. As such, it brings a small but valuable addition to extant CHRD literature – contributing, in the process, to its disambiguating and reconciliatory functions, as explained in the introductory chapter and detailed below (refer to Chapter One, Section 1.1, p.2).

In terms of disambiguation, this study has served to:

(i)	reinforce the current conceptualisation of CHRD by reaffirming its key precepts and defining characteristics already identified in the literature, notably its commitment to non-performativity, denaturalisation and reflexivity (Callahan, 2007; Elliott and Turnbull, 2005; Rigg et al., 2007), its iconoclastic posture and emancipatory intent (Sambrook, 2009), its non-positivist orientation (Valentin, 2006), and its alignment with the broader principles of social justice and equity (Fenwick, 2005); 

(ii)	consolidate the theoretical foundations of CHRD via an unmediated approach to the CT of the Frankfurt School by grounding it in a dialectical mode of thinking and attaching new meanings and responsibilities to it, which can significantly augment its emancipatory potential, and which would have otherwise remained tacit or inaccessible (refer to Chapter Nine, Section 9.7, pp.158-160 for a summary of key meanings and responsibilities attached to CHRD); 

(iii)	develop a robust conceptual framework primarily aimed at academics and researchers – highlighting the implications of a CT-enabled concept of CHRD for research and practice together with its potential empirical referents – all of which can effectively complement existing work in this particular area (e.g. Sambrook’s (2009) concept analysis) to inform further CHRD research; and

(iv)	build a metaphorical model of CHRD practice, which draws on the notion of constructive wave interference to elicit thinking about the necessary pre-conditions for organisation-wide and sustainable CHRD practice. Just as Habermas’s metaphor of lifeworld and system is vital to an understanding of the colonising effects of systemic imperatives on the lifeworld (McCarthy, 1984), the metaphor of constructive wave interference could, all things being equal, be of significant importance in the conceptualisation of effective CHRD practice.   

In terms of reconciliation, this study has sought to:
 
(i)	position CHRD as an integral part of the HRD whole and in dialectical tension with its significant mainstream ‘other’ (see also Sambrook, 2007). The argument here is that there would be little point for CHRD to exist without its ‘uncritical other’ (ibid) – its aim therefore, is not to supplant mainstream HRD but to constantly hold it to account in view of its emancipatory agenda (Fenwick, 2005);

(ii)	locate CHRD practice in a model of deliberative democracy that warrants the integration of strategic action into communicative action (Habermas, 1984, 1987; Held, 1990) – whereby a fundamental symmetry can be achieved between strategic and moral imperatives, and between performance and learning objectives, leading ultimately to the reconciliation of organisational and individual needs; and

(iii)	promote a view of CHRD as an advanced paradigm rooted in a dialectical mode of thinking that can effectively challenge the HRD field to move beyond dichotomous thinking, transcend its contradictory tensions and re-engage with its moral dimension in order to achieve a post-reflective understanding of itself and redeem its emancipatory intent. 

As previously mentioned (refer to Chapter Three, Section 3.6, p.60), this study’s contribution to theory can best be seen as an attempt to raise or lift up CHRD to another level of understanding or what can be considered as another stage in its process of becoming (Harvey, 1996). It is worth repeating here that the primary purpose of this exercise was not to ‘[abolish CHRD] in its existing form’ (Osborne, 2005, p.78) but to preserve and reinforce its current conceptualisation and, more importantly, to expand its conceptual dimensions as a means to augment its emancipatory potential and help it gain wider acceptance as an integrated and integrating paradigm within the HRD field (refer to Chapter two, Section 2.5, pp.33). 

Contribution at the Empirical Level

Taking stock of the dearth of empirical evidence on CHRD (Rigg et al., 2007), this study has attempted an early foray into the empirical field to provide insights into what can be associated with the practice of CHRD in context whilst opening up new lines of inquiry for further CHRD research (detailed in the next section). Importantly, it has drawn attention to a number of methodological issues, which might be of some concern to future CHRD researchers:

(i)	A dialectical mode of investigation can effectively connect CHRD to the empirical field in that it is accommodating of CHRD’s emancipatory objectives whilst allowing for a deep-probing analysis of the barriers to CHRD practice (e.g. see Benson, 1977; Carr, 2000; Gioia and Pitre, 1990). Importantly, it entails the use of essentially qualitative measures that can move CHRD research away from the positivist hegemony that characterises the HRD field (Sambrook, 2009; Valentin, 2006).

(ii)	Critical realism can become an effective ‘underlabourer’ for CHRD inquiry – in that it shares CHRD’s commitment to the project of human emancipation and can provide it with a robust investigative model that can ‘clear the path’ towards the achievement of its emancipatory objectives (Benton and Craib, 2001; Bhaskar, 1975; Collier, 1994; refer also to Chapter Three, Section 3.4, pp.49-55).

(iii)	Typical of the critical sciences, reflexivity should be seen as a defining feature of CHRD research. It refers to a self-conscious and self-critical approach to research, which warrants an ability on the part of the researcher to critically reflect on their own value commitments influencing the research design and process and on the significance of the key outcomes of their investigation (e.g. Benton and Craib, 2001; Carr, 2000; refer also to Chapter Three, Section 3.6, pp.58-63; Chapter Twelve, Section 12.9, pp.217-222).

(iv)	Finally, although the opportunity for collaboration between the researcher and the researched was quite limited in this study, attention was drawn to the fact that this should become another defining characteristic of CHRD research – allowing for a deeper and more context-sensitive understanding of issues under scrutiny and for a more robust validation of the research findings, which can add to their overall credibility (Benton and Craib, 2001). Moreover, such a collaborative approach to research is in line with the emancipatory interest that drives CHRD in that there would be little point in framing emancipatory change without involving the very actors that are in a position to bring it about (e.g. see Fenwick, 2003).

Contribution at Practical Level

In developing a CHRD framework aimed at HRD practitioners, this study has attempted to make a contribution at a practical level. Whilst the framework has provided a ‘flavour’ of what can actually constitute CHRD practice (which is far from obvious, given that the current understanding of CHRD is mostly ‘theoretical’ in nature), it has drawn attention to the following key principles:    

(i)	Following CT’s non-identity logic, a theoretically-grounded CHRD framework does not have to mirror the ‘actual’ practice to which it refers, but can contain recommendations that can run ahead of such practice and potentially transform it from the perspective of higher emancipatory possibilities (Collier, 1994; Marcuse, 1964, cited in Held, 1980).

(ii)	Recommendations for CHRD practice need to be context-sensitive – which is why they stand a better chance of being ‘actualised’ if appropriated, re-articulated and ‘applied to context’ by change agents in view of evolving needs and of the forces of necessity from which emancipatory possibilities can never really be decoupled (Collier, 1994).

(iii)	Recommendations for CHRD practice could be more effective if they are not dogmatically imposed on HRD but are developed along dimensions which make practical sense to the change agents responsible for their implementation.

(iv)	Despite the forces of necessity that can severely constrain the possibility for employee emancipation, CHRD practice can remain radical in outlook – in view of the fact that even if changes brought about by CHRD are partial and gradual, they can still be transformative and emancipatory and bring organisations ‘closer to the optimal conditions’ for full employee emancipation (Guess, 1981, p.54). 
(v)	An effective strategy for CHRD practice has to pay attention to both the cognitive and non-cognitive/material dimensions of employee emancipation (calling for a revision of both consciousness and ‘objectively real’ structures) if it is not to be inevitably followed by dissonance and despair but by ‘concrete’ emancipatory change efforts (Bhaskar, 1986; Collier, 1994; Gioia and Pitre, 1990). 

It is also worth noting that while the framework developed in this study is focused on a particular organisational context, it can be generalised in analytical terms to the wider domain of CHRD practice and/or modified to inform such practice across similar organisational settings (Heracleous, 2004; Yin, 2003; refer also to Chapter Twelve, Section 12.7, p.214).    

18.4 Implications for Further CHRD Research





It is important here to reiterate the fact that this study does not hold a ‘monopoly of cognition’ (Marcuse, 1993b, p.451) over CHRD and therefore has no interest in cementing the meanings it has attached to the concept (refer to Chapter Three, Section 3.6, p.61). In line with CT’s endorsement of a non-identity logic and an ontology of becoming (Held, 1980; Marcuse, 1991), it is, on the contrary, inviting of new rounds of theory building exercises that can further clarify and expand the dimensions of CHRD as an evolving and open concept and contribute to its establishment as a key paradigm within the HRD field. These can take the form of:

(i)	refining theory building exercises located in the same critical tradition (CT), designed to fine-tune and deepen the meanings attached to CHRD in this study;

(ii)	creative modelling and metaphorical explorations that can effectively complement the model for CHRD practice developed here and enlarge an understanding of the conditions for CHRD practice and of its intended outcomes (refer to Chapter Ten, Section 10.5, pp.173-175 for possible lines of inquiry);

(iii)	theoretical investigations into the nature of CHRD from alternative perspectives such as post-modernism, feminism and post-colonialism (see Fenwick, 2005; Rigg et al., 2007)   that can reinforce or refute the meanings attached to CHRD in this thesis – this is very much in tune with the constructionist epistemology that informs the research position adopted here, which views all forms of knowledge development as perspectival, partial and fallible, and therefore subject to scrutiny as a means for confirmation or refutation and revision (Bhaskar, 1998; Collier, 1994; refer also to Chapter Three, Section 3.5, p.56-57);  





While this study, as an early foray into the empirical field, has provided valuable ‘initial insights’ into the nature of CHRD in context, it has also set the scene for further (and more in-depth) CHRD research, which could include the following:

(i)	Research of a situated nature – the next logical step, where research remains situated within the same context but goes further into the details of CHRD practice. This could entail ethnographic-style CHRD inquiries (including longitudinal time horizons, participant observation and elements of action research) that can allow for: (i) a first-hand, enriched understanding of strands of CHRD practice as they ‘unravel’ in the everyday life of organisational actors and beyond the boundaries of the HRD function, and (ii) greater consultation between investigator and a wider group of (potentially oppressed and frustrated) stakeholders as a means to co-create meanings over what can be considered as CHRD practice and to frame change towards emancipatory social arrangements in a more collaborative (and democratic) way – which would be much more closely aligned to Bhaskar’s (1986) notion of explanatory critique (refer to Chapter Three, Section 3.4, pp.54-55).

(ii)	Research of a comparative nature – a series of small-scale case studies using the conceptual framework developed in this study as an analytical lens to enable comparative analyses within or across sectors could be a fruitful way forward (Yin, 2003). This would allow for triangulated evidence on the impact of sectoral influences on the possibility for CHRD practice or the identification of sector-specific trends in experimentation with emancipatory projects.

(iii)	Research of a discursive nature – involving methods of investigation rooted in Critical Discourse Analysis (CDA) which, as reminded by Fairclough and Chouliaraki (1999) is accommodating of a dialectical mode of investigation. As such, it provides a multidimensional framework to enable an in-depth examination of the textual production and procedural arrangements of emancipatory projects (such as ISS-enabled CALS proposed in this study) to assess their efficacy in exposing and transcending contradictions and other sources of domination that are potentially oppressive and in framing change efforts towards more emancipatory workplace conditions (see also Benson, 1977; Carr, 2000).


















2. To critically examine, using a CT-enabled      concept of CHRD as an analytical lens, the      extent to which HealthServ.Learning      promotes CHRD practice.
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Table 15.1: Explanatory Matrix: Overview of HSL from a CTECH Perspective



























































The CT of the Frankfurt School: 










The Dialectic of Enlightenment:


















The Critique of Technocracy:





Communicative Action Theory: 










A Conceptual Expansion of CHRD: 

























































Disconnect between espoused values and workplace behaviours

Tolerance of oppressive behaviours













































































































Sustained commitment to employee emancipation

Clarity of remit & responsibility in relation to employee emancipation 

















Aim: To be in the top 25 large healthcare organisations in the world.

Objectives: 
- Deliver high quality care and treatment
- Improve health and reduce health inequalities
- Embrace advances in medicine, technology and information
- Be at the forefront of research & leadership
- Be an exemplar employer













































Text first published in 1944






Marxian – CT as critique of ideology aimed at emancipatory change







Move away from orthodox Marxism

Focus on a revolution of consciousness







Leading members: Horkheimer, Adorno, Marcuse

1923 – Establishment of Institute under Grünberg

1931 – New direction under Horkheimer

1935 – American exile

1953 – Institute relocated in Frankfurt

1950-60s – Resurgence of CT
 
















Text first published in 1964





Discursive reconstruction of CT





Dialectical mode of investigation









1971 – Reconstruction of CT in Starnberg







 Critique of Technocracy

Recurrent theme in the works of the Frankfurt School from early 1940s onwards

Charts the rise of a technocratic consciousness and considers its damaging effects on social life

P     

Theory of Communicative Action

Text first published in 1981

A discursive reconstruction of the conditions for CT’s project of human emancipation





Esoteric and unappealing to wider audiences







Minimalist approach to TNA







Brought under the control of ‘experts’

Ends pre-determined & imposed by management on employees

Employees denied opportunity to consider appropriateness & moral validity of ends relating to e-learning





Failure to address organisational barriers

Management uncertainty about ‘real’ costs and benefits of e-learning













Table 9.5: 12 Key CHRD Roles from a CT Perspective







Perception of Shaping Power
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Formulation and Clarification of Research Topic

Data Analysis and Reporting of Findings







Processing and Storing of Data

- Based on reciprocity
- Sponsor’s right to quality research
- Researcher’s right to absence of    coercion by sponsor


- Organisation’s right to quality research
- Gatekeepers’ right to be fully informed
- Adherence to HealthServ’s ethical code   of practice


- Local Collaborator’s right to be fully   informed
- Researcher’s right to safety and absence   of coercion by Local Collaborator
- Participants’ right to voluntary   participation/confidentiality/autonomy   and right to withdraw
- Informed consent 
- Avoidance of harm to participant (non-   maleficence)

- Participants’ right to be free from risk   of distress and damage
- Need to process data fairly and lawfully
- Need to store data for no longer than is 
  necessary

- Researcher’s right to absence of   coercion by key stakeholders
- Right of organisation/participants   to anonymity  

Privacy, voluntary nature, consent, deception, confidentiality, anonymity, embarrassment, stress, harm, discomfort, pain, objectivity, quality of research











Craft Character of Critical Research









Primacy of performance & strategic objectives

Low capacity to equalise power & knowledge relations















Introduction of Single System Working (SSW)












Centralised board of governance responsible for strategic planning, resource allocation, and organisational performance. 

Devolved decision-making powers at divisional level to ensure effective and efficient service delivery.

Establishment of The HealthServ way: reinforcing cultural values based on an ethos of person-centredness, partnership and integrity as key determinant of continuous service improvement.

Process improvement based on kaizen principles – change for the better.





Establishment of Single System Working to enable an integrated approach to service delivery. 













Re-alignment with SGHD strategic objectives – Towards a Healthier Scotland
 






















Response to external change

Proactive strategic re-orientation in anticipation of future opportunities and challenges leading to the alteration of HealthServ’s deep structures

* HEAT targets aim to measure the contribution made by NHS Boards to achieve the SGHD strategic objectives. The acronym stands for: Health improvement, Efficiency and governance, Access to services, and Treatment.  




Economic downturn & substantial financial pressures. 
Challenges: 
- Relatively low increase in income (remaining at1%) over the next 5 years






Need to achieve strategic objectives of  the SGHD:
- Reducing health inequalities
- Inclusive stakeholder approach to   change and service redesign
- Embedding of a quality    improvement culture 









 Increasingly complex healthcare needs
of target populations.
- Impact of economic downturn on health & well-being of service users
- Changes in demographics: increase in elderly & migrant populations
- Shift in balance of care with a move from hospital-based to community-based healthcare 




Responsibility to take a leading role in technological development and applications. 
Challenges:
- Need to develop and sustain technology-based projects &  processes:  e.g. eRecruitment, eLearning, TRAK patient management system, e-health.















Framework for Improving Conditions for Practice

(+) D: positive direct causal influence






Need to achieve strategic objectives

 Configuration of scarce resources

Satisfaction of employees’ emancipatory needs










D: Direct causal influence
I: Incidental relationship
R (+): Recognised positive influence

Knowledge products & learning solutions











Clarity of strategic & performance objectives














Cost-effectiveness & expediency of quantitative measures

Bullying culture and lack of engagement at the top 





Disconnect between intent and experience in relation to oppressive/exploitive behaviours

Large size of organisation 

Inconsistency in operationalisation & enforcement of codes of practice across sites and functions

HealthServ Way seen as self-sustaining/governing/auditing system of values

Persistent instrumental approaches to work & prejudicial attitudes at individual level

Unitarist assumptions about shared values and norms





Lack of clear commitment to denaturalisation of sources of domination













































- Learner needs & interests should be organisationally tethered
- Limited efficacy of TNA in tapping into individual learner needs & interests 
- Low motivation of low-level employees to self-develop






















- Development of ‘targeted’ learning solutions
- Limited use of TNA as steering device




- ‘Weak’ learner voice in programme development 
- Repression of ‘true’ needs & interests of lower-level employees






Initiatives to improve working conditions
















Limited opportunity for challenge & voicing opinions

Strategic level
       Absence of 
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Senior team meeting: purpose and intended outcomes of         research explained



















3 consultative interviews with senior HRD practitioners
1 group meeting with 4 HRD practitioners


            Collection of documentary evidence

Learning Plan
- Comprehensive learning portfolio validated against strategic objectives
-  Learning continuum from pre-employment to management and leadership
- Increased capacity for lifelong learning, CPD, blended learning, and career progression ‘fit for purpose’
- Coaching plan 














Management concern for strategically positioning HSL at Board level.













































Balance between strategic & moral imperatives but led from the top

Management primary concern with moral approval of external stakeholders

Ends instrumentalised but aligned with broader legal-normative framework

Limited scope for HSL as agent of workplace democracy

Colonising influence of wider political discourse & systemic imperatives














Limited scope for communicative action

Absence of formal process









Free discourse displaced by wider political discourse as key element of HRD process 

Colonising effects on HSL

*Key:           √√= Yes Clearly          √ = Yes          U = Unsure          # = Split Views          X = No


Table 17.1 An Integrative Framework for CHRD Practice within HealthServ

*Refer to conceptual framework on pp.154-158
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15.4 Explanatory Matrix: Overview of HSL from a CTECH Perspective


*Key:         √ √  = Yes Clearly          √ = Yes          U = Unsure          # = Split Views          X = No

Fig.12.1 the Research Onion: Peeling Off the Layers of the Research Methodology
Source: Saunders et al. (2007, p.132) [Adapted]

Table 9.5: 12 Key CHRD Roles from a CT Perspective

Identification of corresponding empirical referents

Establishment of 12 key CHRD Roles

Operationalisation of empirical referents into interview questions

Application of key theoretical issues to CHRD

Location of Researcher 

- Translating a long-standing interest in CT and critical realism into a viable research project





Table 17.1 An Integrative Framework for CHRD Practice within HealthServ
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Fig.18.1 Plato’s Cave: Highlighting the Contribution of the Study


Selective review of central themes in CT

Objectivist Philosophies of Science















A  Determinist View of Human Nature
A Nomothetic Methodology

















 Sociology of Radical Change















































































THE SOCIOLOGY OF REGULATION






Radical Humanism: Focus on emancipation through revision of consciousness

Interpretivism:  Focus on raised ontological status of human beings and increased awareness about their need for emancipation 

Radical Structuralism:
 Focus on emancipation through revision of structures
























Model 1: The Durkheimian Stereotype, ‘Reification’















Model 3: Bhaskar’s Transformational Model of Social Activity


Fig.3.6 Models of Structure-Agency Relationship
Source: Bhaskar (1989, pp.32, 36)














A transformational view of human nature which emphasises the interdependency of organisational structures and human agency and in which organisational structures are seen as only relatively enduring and therefore subject to change.   























- Effectively consolidates theoretical   foundations of CHRD

- Small but valuable addition to   current knowledge about CHRD 

Relevance to Field of Study

- High relevance to HRD

- Adds to variety and diversity of the     field






- Narrow-focused but accounts for critical depth

- Limited number of themes but of central      importance in CT and high relevance to CHRD

- Mono-perspectival but accommodating of other   critical perspectives
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